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Forty-five staff nenbers cooperated with the 
Association of Research Libraries Management Review and Analysis 
study at the University of Tennessee/Knoxville (UTK) Library, to 
determine the effectiveness of present practices and ways to improve 
services and reduce costs. The report contains introductory chapters 
on the history, organization, and structure of UTK and its library; 
the methods of study and UTK trends to be considered; and processes 
for establishing objectives and goals as well as some specific 
written objectives. There follow the reports of the several teams on 
planning, policies, budget, management information flow, 
organization, supervision, staff development, personnel, and staff 
interaction. There are hundreds of specific recommendations, 
including those for long range planning, written policies, new budget 
formulas, improved information flow, changes in organization of 
library and staff (with organization charts), increased library 
instruction, opportunities for professional growth and advancement, 
and suggestions for more library involvement in university policy, 
administration, and other activities. Minutes of administration 
meetings concerning the study are appended, along with the library 
administration's responses to the recommendations. (LS) 
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INTRODUCTION 



The University of Tennessee Library's decision to accept an invitation 
to participate in the Association of Research Libraries Library Management 
Review and Analysis Program was based on its desire to evaluate present 
management policies, activities, and results in order to determine their 
effectiveness and efficiency. By identifying specific loci of operational 
problems, it is hoped that the management analysis will lead the library 
toward modification in operations that will facilitate improvement of user 
service programs, resource development, and reduction in the related costs. 

In his charge to the Management Study Team, the Director of Libraries 
asked that all areas of the library and its environment be examined, He 
stressed that this analysis is not to be considered an end in itself; rather, it 
is to be thought of as a framework for continuous future planning. He directed 
the Team to involve all segments of library staff as well as representative 
students and faculty to insure breadth and depth of: participation. The resul- 
tant set of recommendations was to be concerned with planning, policy, budget- 
ing, maiiagement information, organization, leadership and supervision, staff 
development, and personnel, 

The study has witnessed a heightening of interest for the 45 participants 
and, hopefully, the remainder of the staff in the management issues facing a 
library organization. The intent of the following report and recommendations is 
not only to provide a list of recommendations to solve specific management prob- 
lems facing the University of Tennessee/Knoxville Libraries, but also to 
identify management issues within the library system and to provide a framework 
and recommended guidelines for the ultimate resolution of these issues. 

The Study Team itself hopes that the University of Tennessee Library's 
participation in this program will enable the ARL Management Study Office to 
refine its methodology and procedures so that other libraries may benefit from 
future management review and analysis. 
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CHAPTER I 



On September 10, 1794, three years after the village o£ Knoxville was 
established as a town, the Territorial Assembly o£ the United States South 
of the River Ohio incorporated Blount College, the forerunner of the 
University of Tennessee. Little is known of the institution, let alone its 
library » if indeed it had one, in the early stages of its history, A now-lost 
manuscript book is recorded as having listed opposite students' names> 
''Books borrowed or hired/' 

When the State of Tennessee {which had been admitted into the Union in 
1796> two years after the founding of Blount College) made Blount College a 
grant of federal public lands in 1807, the funds and property of the College 
were transferred to a new institution which was called East Tennessee 
College. It survived long periods of great financial insecurity. One of the 
earliest mentions of its library facilities was made in a March, 1827 news- 
paper. The Board of Trustees had published ^*a public exhibition of some of 
the prospects of the institution'' in which it announced that efforts were being 
made to procure a library, but that the private library of one of the professors 
would suffice in the meantime. The Rev, Dr, Charles Coffin, a Harvard 
graduate, was President of the College at this time. He traveled to New 
Orleans, among other places, seeking funds for the library, and was reported 
to have deplored the lack of books for the library which would tend to leave 
'^our sons, our future fathers, sovereigns and legislators of the land, in a 
state, either of gross ignorance, or of half scholarship. Thus, as early as 
1831, the central importance of the library to education was perceived by the 
chief administrator of the College and, it might be noted, the difficulty of 
obtaining funds for this facility. Of further interest is the fact that students, 
in addition to pursuing the Harvard a*i j Yale oriented classical curricula, were 
given the option of studying "Greek Testament or Hebrew or French language." 
The first catalog, published in 1838, records that courses were offered in 
classical languages and literature, mathematics, English grammar, geography, 
natural philosophy, chemistry, geology, astronomy, logic, history, theology 
and political economy. The same catalog lists an.ong estimated expenses per 
session (semester) a Library tax, or expense for books, of fifty cents per 
student. The 1839 catalog boasts that the College Library contained ''about 
3000 well-selected Volumes." Also at this time, the Rev. W, ]. Keith of the 
Department of Ancient Languages was assigned the duties of Librarian. 

To enable the Collegers Trustees to support professional learning, in 
particular to confer medical degrees, in 1840 the state legislature legally 
changed the name of East Tennessee College to East Tennessee University. 
The histories of the University during this period note some of the details 
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of book circulation (two at a time for two weeks), fines (121^2 cents per volume 
for each week overdue), and finances. Donations had for n\any years been the 
Library^s sole means of support. In 1853, however, the Board of Trustees 
appropriated $100 for collection development. 

The Civil War and the occupation by Federal troops caused considerable 
damage to the University and the Library, When seeking compensation from 
the Government for these damages in 1872, the authorities noted that the 
Library had been destroyed. Luckily, some members of the Board of Trustees 
had been able to preserve most of the University records and a small portion 
of the book collection. By 1878, with the aid of a donation from the City of 
Knoxville, the Library had grown to about 2600 volumes. 

The Morill Act of 1862 enabled the University to obtain a land grant for 
agricultural and mechanical arts education. Along with this donation went the 
obligation of establishing a military department* 

In an attempt to eliminate regional control of the University by East 
Tennesseans, the State Legislature in 1879 changed the name of the school to 
The University of Tennessee. It was not until 1903, however, that the State 
made its first contribution to its namesake university a $10,000 grant for 
the purchase of additional farm land. And, it was not until after Brown Ayers 
had become President of the University that the State recognized its obligation 
to provide annual financial support to the University which bears its name. 

Charles W, Dabney, Jr. , President of the University from 1887-1904, succeeded 
after many years in persuading Andrew Carnegie to donate monies for the 
construction of a new library, Dabney envisaged the UT Library as a central 
circulation facility with traveling collections to serve the entire state. 
Although this system failed to be established, Carnegie did pledge ^40,000 for a 
library building. Not until 1909, however, was the University able to match 
these funds with a similar amount for maintenance, thus meeting Carnegie's 
terms. He in turn then made his donation available, and in 1911, the $54,000 
Carnegie Library was completed. Now a part of the Austin Peay Memorial 
Administration Building, it was outgrown in twenty years. In 1931 its coUec- 
tions were transferred to a new building across the street from the old one. 
Named after James D. Hoskins, it remains the Main library facility on the 
Knoxville campus. 

From its beginnings as a small liberal arts college through its transition 
to state university and land-grant college to its present-day role as a complex 
institution committed to education based on instruction, research, and service, 
The University of Tennessee/Knoxville stands as the capstone of state public 
education. As such it endeavors to '^establish i^tandards and render advice in 
all ways conducive to the best interests of public education and the public 
welfare, As the University has grown and adapted to the changing requirements 
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of society^ so also its Library has attempted to serve those changing needs, 
It has not always been empowered to do so to its greatest potential. In 1924, 
the Carnegie Library had 50,000 volumes compared to 85,000 at the University 
of South Carolina. Virginia, Vanderbilt, and North Carolina far exceeded 
these figures. In the early years during the Depression no hooks were bought. 
In 1939 its collections, including those at Martin and Memphis, totaled about 
193,000, It is interesting to note that the Library reported a circulation 
that year of 255,284 and 3549 reference questions answered. 

The University of Tennessee/Knoxville through its various colleges and 
schools offers Master's degrees in over 100 disciplines and Doctoral degrees in 
over 50, Yet, unlike many schools its size, Tennessee is predominantly an 
undergraduate institution, Entering freshmen may, in addition to the tradi- 
tional liberal arts and sciences curriculuiti, pursue courses leading to degrees 
in Agriculture, Architecture, Communications, Home Economics, Engineering, 
Education, Health, Physical Education and Recreation, and Nursing. The 
enrollment figures for different individuals from Summer 1970 to Spring 1971 were 
30,946, It is presently estimated that enrollment for any one quarter is leveling 
off to about 24,000 (approximately 5,000 graduate students). The faculty is made 
up of some 1,800 instructional officers including teaching assistants. 

The Deans and Directors are responsible for the administration of their 
respective areas and are ultimately responsible to the Chancellor of the Knoxville 
campus. He reports to the President of The University of Tennessee system who 
in turn is responsible to a Board of Trustees* The entire system is financed 
by legislative appropriation upon the advice and recommendation of the Tennessee 
Higher Education Commission which sets funding formulae for the various programs 
and campuses of the system. Decision-making is slowly, but increasingly, being 
made through formal structures and in the '^management by objective'' fashion with 
increasing student and faculty participation. University governance has been a 
subject of concern in the last two years. Greater faculty decision-making is to be 
expected from the reorganization of the University Senate into a Faculty Senate 
with fewer administrative members and a wider scope of issues for consideration. 

The UTK campus has a value of about $135, 320,000 and extends over 175 
acres. Major building projects approved include a Life Sciences building, Admin- 
istrative building, a parking garage, a Nursing building and a faciUtyf or Student 
Health Services. A Business Administration building is now under construction. 
Other expected building plans call for a new Art/Architecture building and a 
Main Library. 

The University of Tennessee/Knoxville receives most of its funds from 
the State Legislature. In fiscal yeai: 1971-72 the Legislature funded the UTK 
budget at 75% of the proposed fiscal year 1972-73 THEC formula. The Library 
requested a budget of $2,246,553 for fiscal year 1971-72; it was funded at only 
$1,822, 000, 57% of the fiscal year 1972-73 proposed THEC formula. Fiscal 
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year 1972-73 saw an increase o£ the Library budget from $1,822,000 to 
$2,135,660. This level of funding brought UTK Libraries to approximately 
68% o£ THEC funding and closed the gap to within seven percentage points of 
the rest of the campus. 

In the future, Tennessee, despite its apparent wealth in this era of 
belt-tightening, will be subject to the same influences, trends and pressures 
which beset all institutions of higher education. The full THEC formula will 
probably be accepted in the next few years, but more important is the way in 
which UTK manages tore-shape that formula to fit its needs in performing its 
role as the comprehensive state university and the state's premier research 
institution. 

The Library system at UTK comprises a Main Library and seven branches: 
Agriculture, Biology, Engineering, Law, Music, Science, and Undergraduate. 
Its staff consists of 46 faculty and 118 non-academic staff members. Its 
administration is in the hands of a Director of Libraries and two Associate 
Directors, Heads of Departments meet with the Library Administration 
monthly to advise and provide input for policy and program decision-making. 
Additionally, the Director is advised by a Faculty Senate Library Advisory 
Committee which includes student representation. 

The Director reports directly to the Vice- Chancel lor for Academic Affairs 
and confers frequently, not only with other Deans and Directors, but also with 
other administrative officers, including the Chancellor, He is not yet, as was 
recommended by the Visiting Committee of the Southern Association of Colleges 
and Schools, a member of the Graduate Council. 

A'f ew librarians serve on campus-wide committees and efforts are being 
made to encourage the appointment of library faculty to a greater number of 
these bodies, especially the curriculum committees* The newly appointed 
Committee on Committees includes a librarian for the first time; this situation 
should favorably influence the previous unbalance. 

The Library collections n'ombered 1,077,995 as of June 30, 1972, clearly 
inadequate holdings for an institution committed to support over 50 doctoral 
and 100 masters' programs as well as faculty research. Even programs in the 
humanistic and historical studies are not adequately supported by the Library's 
collections, let alone those in iiew programs such as urban planning and nursing. 

Faculty and student response to library service has been positive, given 
understandable dissatisfaction with the overcrowded, uncomfortable environment 
of the Main Library. With the possibility of a new main building and combined 
library facilities for Science, Engineering, and Biology that response might 
become more enthusiastic. 



CHAPTER II 



During Phase II, the study team attempted to gain an understanding o£ 
the environment in which UTK Libraries operate, While most of the study is 
aimed at internal factors, this phase examined external factors or trends 
which have implications for libraries generally, and specific local trends and 
their implications for UTK Libraries, 

The study team followed the procedure as outlined in the ARL manual* 
Robert Koester volunteered to draft a chapter containing an historical review 
of the University of Tennessee/Knoxville, the development of the UTK 
Libraries, and the current activities and relationships of the library to the 
University, The study team felt that this history would serve better as an 
introductory device separated from Phase II. It was, in fact, decided to entitle 
it Chapter I. 

The study team reviewed the trends for higher education as outlined in 
Exhibit I, Phase II of the Manual, discussed the implications for library 
management and reached conclusions on the implications for UTK Libraries* 
This took much longer than the two (2) one and one-half sessions suggested in 
the manual. In addition to trends listed in the manual, the study team members 
brought out other trends as evidenced by their experience and reading. Director 
Richard Boss met with the stu^^y team to point out trends and implications 
which he felt were of particular importance or merit to UTK Libraries. 

After reaching conclusions on the implications for UTK Libraries, the 
study team members interviewed heads of departments and branch librarians 
in order to develop a list of issues and concerns of each organizational unit 
of the library. 

Although the MRAP manual did not call for it, the study team extracted 
from Exhibit I the eight major trends having the greatest implications for 
UTK Libraries. (See Attachment A). Had this list been available to each head 
being interviewed, the results might have been more comparable. The most far 
reaching of these trends is the growing financial crisis facing American 
universities, The University of Tennessee/Knoxville, and hence the UTK Libraries. 
The UTK Libraries have not £aced a curtailment of budget iv\ the last two fiscal 
years » It has, however, been faced with rapidly increasing library costs and the 
University's continued increase in programs. The decreasing emphasis on higher 
education in the State of Tennessee has resulted in funds being made available 
for UTK at a reduced rate of growth in recent years. The development by the 
Tennessee Higher Education Commission of formulae for funding state institu- 
tions has also influenced funding levels for UTK. The implication for UTK 
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Libraries is that the library administration must maximize its efforts to gain 
a greater share of the dollar made available to the University. During Fiscal 
Year 71/72, UTK on the average was funded at approximately 76% of the THEC 
formula. The UTK Libraries were funded at 57.6% of the formula. The library 
administration must take steps to achieve parity with the rest of the campus 
in regard to formula funding and must impress upon the University administra- 
tion and the Tennessee Higher Education Commission the differences inherent in 
maintaining a research library as opposed to the requirements of a four-year 
college library, Another implication is that the library administration might 
do more through the University Development Office in the generation of gift 
funds in an attempt to expand financing sources. 

Interviews revealed that a number of steps have already been taken to 
obtain maximum cost effectiveness at UTK Libraries. Breakthroughs have been 
made in binding costs, supply costs, equipment costs and services, but much 
more can be done especially be developing staffing patterns to allow the highest 
skills of staff members to be used fully and by providing leadership and super- 
vision that help ensure high productivity. Those interviewed are conscious of 
the rapidly increasing library costs. The rate of inflation is especially high 
for serial publications and law materials. Furniture and equipment costs are 
up 50% in the last four years and costs for remodeling and painting have 
increased 50% in the last two years. In addition to crowded conditions at the 
Main Library, the Agriculture, Biology, Engineering and Science Libraries are 
already crowded, and increased enrollment in the College of Law will make 
space an issue at the Law Library in the next five-ten years* Both the Under- 
graduate Librarian and the Head of the Processing Department showed concern 
over the curtailment of student help. The Biology, Law and Music Libraries and 
the Main Library Circulation Department appear to face the need of additional 
full-time staff members. Although interviews indicate that increased funding 
for UTK Libraries will be a vital issue in the next five years, the necessity 
under budgetary and inflationary pressures to utilize the funds available emerges 
as an equally vital issue. This seems to point up the need to develop a compre- 
hensive and ongoing system of planning, budgeting and controlling all of the 
various functions of the library. 

The development of UTK Libraries to meet the needs of the campus is 
particularly relevant to the University of Tennessee/Knoxville, There is a 
need for the Director of Libraries to be more directly involved in University 
program development. The Director of Libraries attends meetings of Deans 
and Directors and is active as Chairman of the Senate Library Advisory Committee. 
It is felt that he should be more directly involved in curriculum development, and 
that he shouKl be a member of the Graduate Council. The elevation of the Director 
of Libraries to a position of authority wi thin the University commensurate with 
the University-wide responsibilities of the Library system could achieve these 
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aims,* It is strongly felt that the library administration must be involved 
in developing the UTK Master Plan, 

Branch librarians expressed concern over the lack of involvement of the 
library administration as well as branch librarians in curriculum planning. 
Only the Law Librarian and Music Librarian seemed to feel that they are 
actively involved in program development. The Law Librarian indicated this 
was probably due to the fact that he teaches an occasional legal bibliography 
course in addition to his assignment as Law Librarian, All agreed that the 
involvement of librarians in University planning would result in better library 
service. 

The fact that the UTK Administration is placing greater emphasis on 
excellence in, and expansion of, graduate programs has serious implications 
for UTK Libraries. This emphasis on graduate programs will entail greater 
development and enrichment of the library collection and could result in the 
adding of subject specialists to the library staff. The library staff will 
probably have to conceiTk itself more with indepth public services. The library 
must be prepared to place increasing emphasis on research needs as well as the 
ongoing instructional needs of the University, 

The trend toward utilization by libraries of technological advances is 
being felt at UTK Libraries. The circulation system at the Undergraduate 
Library is now being automated. A serials holding list is now being developed. 
An automated purchase order writing system for the Acquisition Department 
which could evolve into an automated bookkeeping system would reduce the 
number of manual routines now being perf oinned. The feasibility of an electronic 
security system is being investigated. Another implication for UTK Libraries is 
the proposed OCLC replication within the Association of Southeastern Research 
Libraries. 

The UTK Library Administration recognizes that more and more non-print 
materials are being used in instructional programs, UTK Library Administration 
reaction has been the creation of a Non-Print Materials Center at the Under- 
graduate Library. A need exists for improved listening facilities at the Music 
Library. More use of microforms could be part of the solution to croweded 
conditions at branch libraries as well as at Main. The Law Librarian visualizes 
internal microfilm capability to film materials not available commercially on 
microforms. Orientation programs involving use of taped tours and explanation 
at point of use are being developed at the Undergraduate Library. 



*An example of this sort of University-wide responsibility exists at Columbia 
University (Warren J. Haas, Vice President for Information Services and 
University Librarian). Indiana University and Johns Hopkins University have 
taken similar steps. 
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The automation of procedures may create problems as well as solve 
problems, Funds will be needed f or expensive equipment and trained personnel. 
Building renovation may even be required to accommodate new technology, UTK 
Library Administration must remain alert to these technological advances and 
the possibility of their application for the library, 

Recognizing that new approaches and skills are required in managing 
hum.an resources, UTK Libraries will have to place greater emphasis on staff 
development of academic as well as supporting staff members. Hopefully, this^ 
will result in increased efficiency of employees and better employee relations. 
The UTK Library Administration must generate greater staff involvement in 
input to decision making by soliciting suggestions and giving recognition when 
due. The Undergraduate Librarian fore:5ees higher quality, of service due to 
changes in staffing patterns. Staff must be encouraged to become involved in 
campus and community affairs. 

The UTK Library Administration has recognized the need for specialists 
on the library staffs A Controller, Administrative Assistant for Personnel 
and a Systems Analyst have been added to the staff r These people are profes- 
sionals within their areas and one also holds the M, S. in L^S. The fact that 
they are professionally trained must be taken into consideration in their 
appointment and status on the staff. The use of subject specialists m 
collection development is a step which UTK Libraries might consider. The 
Head of Main Reference sees increased use of subject specialists in general 
reference areas. At the Undergraduate Library, the staff is being encouraged 
to develop specialization in certain areas rather than to add specialists to the 
staff. 

Universities are reconsidering the ways in which they are organized and 
managed. UTK is no exception. The organizational structure of the UTK 
Libraries ought to reflect its counterparts within the University Administra- 
tion. Steps are being taken to organize the library faculty along the guidelines 
for other faculties provided by UTK Administration, Attempts are being made 
to encourage library faculty to become involved in campus activities and to seek 
appointment on University-wide committees. The Director of Libraries is 
responsible for serving the research and teaching needs of the entire University 
community and should be viewed as a University-wide administrative officer. 
The study team strongly feels that the Director's position should be reviewed 
in relation to its importance to the entire campus. 

The need to plan and implement schemes of interinstitutional and 
regional cooperation is a trend recognized by UTK Library Administration, UTK 
Libraries is presently members of the Center for Research Libraries, the 
Association of Research Libraries, the Association of Southeastern Research 
Libraries, the American Library Association, the Tennessee Library Association, 
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and the Southeastern Library Association, A variety of cooperative ventures 
are presently under discussion, The study team recognizes the need for 
cooperative undertakings such as interlibrary loan efforts which may not be 
beneficial to all parties concerned. It is felt, however, that future coopera- 
tive ventures considered by UTK Libraries ought to consider mutual benefits 
to all parties, The Law Librarian feels that cooperative programs of identi- 
fying special interests for area libraries in collection development has great 
possibilities, The OCLC system proposed for the Southeast could have far- 
reaching implications for UTK Libraries, Most branch libraries, especially 
in science, indicated a need for cooperation among UTK Libraries for identi- 
fying scope of individual branch collection, 



Attachment A 



LIDRARY 
THE UNIVERSITY OF TENNESSEE 
KNOXVILLE 37916 

November 8/ 197i! 

MKMO: For the Record 
From: George W. Shipmai 

Subject: Major Trends and their Implications for UTK Libraries 



1. Trend 

The decreasing emphasis in the State of Tennessee on higher education has 
resulted in funds being made available at a reduced rater of growth to UTK. 
Another related trend is the development on the part of the Tennessee Higher 
Education Commission of more rigid formulae in funding the state institutions. 

Impiicat ion 

The implication for UTK Libraries is that the Library Administration must 
maximize its efforts in an attempt to gain a greater share of the dollar made avail- 
able to The University of Tennessee/Knoxville Administration. In the most recent 
fiscal year The University of Tennessee on the average was funded at approximately 
76% of the THEC formula. The UTK Libraries was funded at 57.6% of the formula. 
This means then, that the Library Administration must take steps to achieve parity 
with the rest of the campus in regard to formula fundings Additionally, UTK Libraries 
ought to lend its support to UTK Administration in seeking full formula funding for the 
Knoxville campus. 

The current THEC formula for library funding is apparently based on the ACRL 
standards. The UTK Library Administration must impress upon the University Admin- 
istration and the THEC the differences inherent in maintaining a research library as 
opposed to the requirements of a four year college library. Finally, the Library ought 
to obtain more gift funds for libraries. 

2. Trend 

The implicaticm that the university libraries ought to tailor its development to 
the needs of the university is particularly relevant. 

Impli ca_t io n_ 

The recent announcement by Chancellor Dykes in regard to the need for a 
master plan for UTK should trigger a reaction in the Library Administration. Thau 
reaction ought to result in greater involvemenc for che Library Administration in the 
master plan and in other plans affecting programs on the UTK campus, Thrro appears 
vo be a need for the Director of Libraries to be more directly involved in progxam 
development and this might be achieved by the elevation of the Dir<:?ctor of Libraries 
to a level commensurate with an Associate Vice Chancellor. Similar steps have been 
Q ' ei\ at Columbia University, Johns Hopkins, and Indiana University. 
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3. Trend 

The UTK Administration is placing greater and greatar emphasis on 
excellence in and expansion of graduate programs, 

Implication 

The implication is that the University Libraries ought to work diligently 
in the development and the enrichment of its collections, look at the possibility 
of hiring subject specialists, develop a greater awareness on the patron*s part 
of services available to them^ generate more self-help aids in order for the public 
services staff to concentrate more on indepth services, more efficiently utilize 
the professional public services staff by minimizing their involvement in low 
level tasks, and finally, the improvement of physical facilities. 

4. Trend 

Because of limited financial resources and a greater need for management 
information, automation would seem to be a spectre on our horizon. 

Implication 

The Circulation System is presently being automated in the Undergraduate 
Library. A serials holdings list is being generated. In the future, we would look 
at an automated purchase order writing system and the OCLC replication within 
the Association of Southeastern Research Libraries. 



5* Trend 

The trend recognized earlier that higher education in the State of Tennessee 
no longer occupies a position of number one priority is especially pertinent. In 
view of the drop in priority UTK obviously faces less dramatic budget increases 
than in recent years. 

Implication 

The implication for library management is that greater effort toward long- 
range planning ought to be considered in the areas of physical facilities, fiscal 
resources, collection development, and staffing requirements. 

6, Trend 

UTK is no exception to the rule when it comes to the management of human 
resources requiring new approaches and skills. 

Implication 

UTK Libraries will have to place greater emphasis on staff development for 
both professional and nonprofessional staff members. The hoped for result will 
be increased efficiency of employees as well as the benefit of better employee 
relations. The UTK Library Administration must also generate greater staff 
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involvement in input to decision making by soliciting suggestions and giving 
recognition when due. In addition to these implications, it would seem necessary 
to develop specialized expertise in subject specialization as well as the utiliza- 
tion of professional specialists (accountants, personnel, systems analysts, etc) 

7, Trend 

The trend toward universities reconsidering the ways in which they are 
organized and managed has a direct effect on libraries. 

Implication 

The organizational structure of the UTK Library ought to reflect its 
counterparts within the University Administration. By the same token, the 
study team strongly feels that the universal or comprehensive position of the 
Librar>^ on the campus dictates that the Director's position be reviewed in 
relation to its importance^ to the development of campus policies, campus pro- 
grams, and campus management. From an internal point of view^ the trends 
and implications being studied will, hopefully, affect the internal library organ- 
ization as a change agent, 

8. Trend 

The need to plan and implement schemes of interinstitutional and regional 
cooperation is a trend recognized at UTK Libraries, 

I mplication 

The UIK Library is presently a member of the Center for Research Libraries, 
the Association of Research Libraries, the Association of Southeastern Research 
Libraries, the American Library Association, and the Southeastern Library 
Association. A variety of cooperative ventures ere presently under discussion and 
some are presently in effect, The study team recognizes the need for such cooper- 
ative ventures, which may not necessarily be beneficial to all parties concerned, 
such as Interlibrary Loan. However, in the future, all major cooperative ventures 
considered by UTK Libraries ought to be considered with an eye to mutual benefits 
to all parties. It is the present feeling of the study team that cooperative ventures 
are most successful where the result is an internal reallocation of resources as a 
direct result of the venture. 
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CHAPTER III 



This phase of the study is charged with the responsibility o£ developing 
better ways of arriving at objectives to guide library activities. In order for 
the study team to be able to do this» it had to first look at the existing 
University and Library Statements of Purpose and Objectives, In the initial 
study team meeting it was uncertain as to whether or not the University had 
available written objectives* General statements of University purpose or 
mission existed, but a statement of objectives was also needed. It was decided 
that the study team chairperson should schedule an interview with a representa- 
tive of the UTK Administration, George Shipman arranged an interview with 
Dr. Luke Ebersole, Vice Chancellor for Administration, who better defined the 
UTK piurpose and enumerated specific objectives of UTK. (See Attachment B 
November 9, 1972 memorandum^ Dr. Luke Ebersole - UTK Purpose and Objec- 
tives Discussion. ) 

The study team had earlier received from the Director of Libraries a 
statement of library purpose and a list of ongoing program objectives. (See 
Attachment C, July 21, 1972, Library Purpose and Ongoing Program Objectives* ) 
This statement had evolved from an earlier one presented to the UTK Adminis- 
tration in the Fall of 1971-72. 

The study team discussed the University and Library Statements of 
Purpose and Objectives, Primary conceam at this stage was the clarity of 
these statements. Was there agreement on the primary purpose of each? Were 
the library purpose and objectives in general agreement with the purpose and 
programs of the University? The study team concluded that generally the 
library purpose and objectives were in keeping with the overall Vnive;'^)i'^ purpose 
except that the library purpose seemed to confine itself too muoirto service 
within the state. 

The study team chairperson asked each team member to carefully review the 
analytical tables at the end of. Phase III in the manual, along with the previous 
discussions on purpose and objectives. This was in preparation for a retreat 
where the study team systematically applied the analytical tables to vhe data 
gathered. Each principle was discussed. Determination was made concerning 
the meaning of principle. Were the principles valid for the UTK Library? If 
so, the team moved on to the criteria in the tables. If not, a decision was made 
as to an appropriate wording of the principle. Each criterion was applied to the 
existing situation in the library, and concensus was reached as to the finding 
most appropriate to the UTK Library situation. Evidence of this finding was 
shown usually by pointing out particular objectives which applied. Following the 
evidence it was necessary to describe, evaluate^ and present some conclusions 
regarding present situations. Specific recommendations were called for and 
made. It was foimd, however, that not all criteria required recommendations. 
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The following are some of the most important recommendations made 
by the study team and these have been extracted from the complete record 
of discussion in Exhibit One - Analytical Table* 

Recommendation for: 

Revision of Obje ctive 3 to read ~-r' "Acquire and service all 
necessary forms o£ relevant recorded information, including 
non-print materials, in the fields pertinent to the program 
of the University. " 

The original objective seemed to be too inclusive by saying 
'^all forms"; changed to "all necessary forms," "Selected" 
in original was changed to "those fields pertinent to programs 
of the University" thereby eliminating implication of prefer- 
ential treatznent to certain programs of the University. 

2. Revision of Objective 11 t o read --"Review professional and 
technological developments for possible application in the 
library system. " 

Original objective states "new technology" which implied more 
technological hardware and methodology. Revision reflects 
professional aspect, too. 

3. Ad dition of Objective 1 4 "Develop a commitment to long- 
range planning for constructive development of resources for 
teaching and research. " 

The study team felt that objectives should reflect long-range 
planning for resource development. 

4. Addition of O b jective 15 "Develop and maintain an orientation 
or education of the library patron for maximum utilization of 
the libraries' resources and facilities." 

The study team determined that this was a gap in present objec- 
tives, 

5. Elimination of Obj ective 8 The study team felt the intent of 
Objective 8 was conveyed in Objectives 5 and 7. 

6» Cha nge in library purpose stat e ment -- "The University of 

Tennessce/Knoxvillc Library as the premier research library of the 
State seeks to support and stimulate undergraduate instruction> 
graduate instruction and research, and faculty research and service 
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on the Knoxville campus and to respond to the needs o£ scholars 
by providing access to recorded information, 

Elimination ol: ''It seeks to acquire and service all forms of 
recorded information in selected fields pertinent to the programs 
of the University'', because it is repeated in Objective 3. 

Elimination of ''throi^jhout Tennessee/' Removes implication 
that the library is trying to confine itself to Tennessee. 

7. Periodic review of library purpose, object ives > a nd goals be made 
This would help assure their continuing validity and acceptability to 
the UTK Library administration and staff. 

8. Enlarged role for library participation in UTK development planning. 

0 

Seek to get libraxy administration included in the future plans such 
as UTK Mafeter Plan and new program planning on an increased scale 
over the past, 

9. Establishment of goals for each library unit A procedure was out- 
lined for the establishment of these goals in Attachment E (memo - 
Dec. 11, 1972). Herein is given a process whereby goals could be 
established. This process would involve all levels of the staff. It 
is further recommended that because of the time commitment 
necessary to do a good job of goal establishment that this process 

be delayed until after the completion of the ARL Management Study. 

A meeting was arranged with the Director of Libraries during which he 
discussed the above recommended changes. The Director felt that the study 
team had misinterpreted the intended meaning of Objective 8 when its elimin- 
ation had been recommended. He suggested that it be clarified rather than 
eliminated. The recommendation of the study team for changes in the purpose 
and objectives will be brought before a future meeting of the department heads, 
but he felt that side by side comparison of the old purpose and objectives and 
recommended change should be provided. 

He said priorities are in fact assigned to the objectives whether the study 
team wishes to arrange them in such a fashion or not. Priorities in practice 
have to be established because all the objectives cannot be pursued with the 
same vigor simultaneously. Howover, when all the objectives are observed from 
a long-range perspective, sometime during this period each of them should have 
been emphasized if they are indeed valid objectives. 
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LIBRARY 
THE UNlVERSiTY OF TENNESSEE 
KNOXV/LLE 37916 

November 9, 1972 

MEMORANDUM 

TO: Dr. Luke Ebersole, Vice Chancellor for Administration 

FROM: George W. Shipman, Associate Director of Libraries 

SUBJECT: UTK Purpose and Objectives Dij^cussion 

I would like to thank you for sparing some of your time to discuss the purpose 
and objectives of The University of Tennessee/Knoxville, The Collowing statem^-nt 
represents the notes I took during our interview^ and I hope they reflect your tVink- 
ing. In the event you find either content or wording objectionable, please give me a. 
call and I vjill nnake the necessary corrections. 

Purpose: The University of Tennessea/Knoxville strives to meet the educational 
and research needs of the State of Tennesree, By the same token UTK also seeks to be 
a national university in its service to high? r education and researcli. 

Objectives; 1. To meet the undergraduate, graduate, and prof essional program 
needs for the State of Tennessee and, when possible^ those of the region and nation. 

2. Maintain growth in the number of students in its graduate and professional 
programs recognizing the fact that as an imdergraduate institution it will continue to 
experience growth, but that the regional universities and the state colleges of 
Tennessee will offset some of the demands, for undergraduate growth. 

3. To identify changing needs in educational research programs. 

4. To contiiiue to seek excellence in its educaticn^^l and research programs 
through hiring the best people possible for positions and seeking better resources for 
UTK. 

5. In an attempt to maintain an atmosphere conducive to the pursuit of intellec- 
tual enlightenment, UTK seeks to maintaitv a superior setting or environment for 
faculty and students. 

6. To develop a UTK Master Plan with an eye to mission definition and acliieve- 
ment of institutional goals. 

7. To be involved in long-range planning for fiscal resources, physical resources, 
and human resources. 

8. To provide intellectural and artistic leadership for the state and region. 

9. To provide services to the privatN^ and public sectors of the state wheu they 
are not made available from other sources. 

In light of the fact that The University of Tcnnessce/Knoxville is presently 
involved in the development of the Master Plan for this campus, the above purpose 
and objectives statcnicnts from you will suffice for our Management Study. We look 
forward to the development of the Master Plan and hope that The University Libraries 
will be able to contribute in some way. 



Again, 1 thank you very much for your time and your thoughts. 
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LIBRARY^ THE UNIVERSITY OF TENNESSEE/KNOXVILLE 

LIBRARY PURPOSE 

The Universicy of Tennessee/Knoxville Library is the premier research 
library o£ the State, It seeks to acquire and service all forms o£ recorded inform- 
ation in selected fields pertinent to the programs o£ the University, The library 
seeks to support and stimulate \indergraduate instruction, graduate instruction and 
research, and faculty research and service on the Knoxville campus and to respond to 
the needs of scholars throughout Tennessee, 

ONGOING PROGRAM OBJECTIV ES 

1, Establish library requirements for campus instructional and research programs 
by maintaining regular contacts with academic departments and administration and 
being actively involved in committees concerned with topics having implications for 
library resources and services, 

2. Increase and maintain the acquisitions budget to reflect the number and level 
of programs as well as the number of students served. 

3. Acquire and service all forms of recorded information, including non-print 
materials, in selected fields pertinent to the programs of the University, 

4, Develop and maintain a clear definition of scope of collection for each library 
unit on the campus in order to minimize the fragmentation and duplication of resources, 

5, Process, on a current basis in the LC classification, all materials except manu- 
scripts, fiction, UT theses and dissertations, juvenile materials, primary and 
secondary texts, and ephemeral materials, 

6. Develop and maintain a strong staff, adequate in number, through systematic 
recruitment, orientation, in-service training, specialization, advancement, and 
competitive remuneration* 

?• Accommodate collections, patrons, and staff in physical facilities offering 

ready access to and usage of materials under optimum conditions, 

8, Organize the collections in a manner that will facilitate access by all users. 

9, Maintain materials in good physical condition through an active binding and 
preservation program, 

10, Develop and maintain systematic planning and reviewing procedures to ensure 
maximum utilization cf personnel and financial resources » 

11, Remain alert to new technology, 

12, Maintain a constructive working relationship with other libraries and associ- 
ations to enhance access to other resources and to effect the development of mutually 

Q advantageous approaches to collection policies and interlibrary exchange. 
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13. Maintain good service through a genuine concern and friendly attitude toNward 
patrons. 
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July 21, 1972 
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LIBRAHY, Tin: UNIVERSITY OF TENNESSEE /KNOXVILLE 
LIBRARY^PURPQSE 

The University of Tennessee/Knoxville Library as the premier research library 
of tho State seeks to support and stimulate undergraduate instruction, graduate 
instruction and research^ and faculty research ami service on the Knoxville campus 
and to respond to the needs of scholars by providing access to recorded information, 

ONGOING PROGRAM OBJECIUVES 

1, Establish library requirements for campus instructional and research programs 
by maintaining regular contacts with academic departments and administration and 
being actively involved in committees concerned with topics having implications for 
library resources and services. 

2, Increase and maintain the acquisitions budget to reflect the number and level 
of programs as well as the nun^ber of students served, 

3, Acquire and service all necessary recorded information, both print and non- 
print, in those fields pertinent to the programs of the University. 

4, Develop and maintain a clear definition of scope of collection for each library 
unit on the campus in order to minimize the fragmentation and duplication of resources, 

5, Process, on a current basis in the LC classification, all materials except manu- 
scripts, fiction, UT theses and dissertations, juvenile materials, primary and 
secondary texts, and ephemeral materials. 

6, Develop and maintain a strong service-oriented staff, adequate in number, through 
systematic recruitment, orientation, in-service training, specialization, advancement, 
and competitive remuneration. 

7, Accommodate collections, patrons, and staff in physical facilities offering 
ready access to and usage of materials under optimum conditions, 

8* Administer the collections in a manner that will facilitate access by all users. 

9. Maintain materials in good physical condition through an active binding and 
preservation program. 

10* Develop and maintain systematic planning and reviewing procedures to ensure 
maximum utilization of personnel and financial resources. 

Ih Develop a commitment to long-range planning for constructive development of 
the collections to support teaching, research and service, 

12, Review professional and technological developments for possible application in 
the library system, 
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13. Maintain a constructive working relationship with other libraries and 
associations to enhance access to other resources and to effect the develop- 
ment of mutually advantageous approaches to collection policies and inter- 
library exchange, 

14, Implement and maintain an orientation and education program for library 
patrons for maximum utilization of resources and facilities. 



Recommended by ARL Study Team 
Revised March 15, 1973 
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LIBRARY 

THE UNIVERSITY OK TENNESSEE 
KNOXVILLE 37fJt6 

December 11, 1972 

MJ:M0T0: ARL Study Team 
FROM: George W. Shipman 

SUBJECT: A Procedure for the Establishment of Goals in Conjunction with 
the UTK Library^s Statement of Purpose and Objectives 

The study team recommends that the UTK Library Administration break do\A;n 
its current statement of objectives into subordinate categories of more specific 
objectives relating to the broader objective. After this is done and the library 
heads and staff review, revise, and approve these subordinate or more specific 
objectives, we £ecl that the following procedure, or one similar to it, should be 
utilized by UTK Libraries in the establishment of specific goals. 

Each head should be given a copy of the UTK Library Statement of Purpose, 
Objectives, and Specific Objectives and advised to develop for hisAier specific 
department a series of goals which fit within the comprehensive framework of the 
newly defined UTK Library Statement of Purpose and Objectives. Specifically, 
each head should develop the most comprehensive list of goals for its department 
as possible and then take these goals to the staff of that department for a 
thoroughgoing discussion in an attempt to critique the goals, revise them, add to, 
or delete from the goals. 

The list of goals resulting from this process ought to be taken back to the 
library administration through the appropriate Associate Director or Director for 
review\ The library administration ought then to review the statement of goals 
for relevance, comprehensiveness, clarity, and pertinence to not only the depart*- 
mental but the total library program as stated in the purpose and objectives. At 
this point discussion should probably be held between the library administration and 
heads of various departments where problems seem to have occured in the develop- 
ment of a relevant and comprehensive list of goals. 

The library administration should then revise the list as necessary and present 
the list to the heads for discussion. At this point either the existing ARL Manage- 
ment Study Team or another group o£ similar composition ought to be appointed to 
utilize the analytical tables found in Phase III of the ARL Management Study Manual 
in order to evaluate the purpose, objectives, but most specifically the goals and 
their process of establishment. The study team feels that the analytical tables, the 
principles, and criteria contained in Phase III are quite valuable in the assessment of 
both the goals and their process o£ establishment. 

The study team cautions the library administration to avoid taking on this 
project during the current ARL Management Study. The time commitment necessary 
to do an adequate job of goal establishment and review would compete too much with 
O E> Management Study and other activities of the library. 



CHAPTER IV 



PLANNING TASK FORCE REPORT 

Present University Planiung A ctivit ies 

Planning activities on the UTK campus do not currently reflect in-depth 
efforts at long-range planning. The current situation can bo best described as 
short-range planning activities with aspirations to develop mid- to long-range 
planning activities for UTK. Evidence of the lack of long-range planning is a 
lack of a formal statenient of purpose and objectives, a lack of a formal public 
unified program for the overall development of UTK, and the lack of a ^'plan for 
planning." The current UTK Administration has, however, taken several steps 
which indicate that the planning process is going to play a prominent role in the 
administrative processes at the campus level. 

Short-range "programs" which are direct results of short-range planning 
are in effect. The most graphic example of this type of formalized program 
representative of planning is the budgeting cycle. Another short-range plan 
about to manifest itself is the proposed "Administrative Reporting Schedule" 
currently under discussion* One manifestation of a UTK Administration attempt 
at mid-range planning is Vice Chancellor Walter Hcrndon's survey of faculty 
member requirements for the next five years. 

UTK had grown dramatically in recent years from basically an undergraduate 
institution to a comprehensive university serving undergraduate and graduate 
instruction and research. The planning activity did not grow at a commensurate 
rate with the rest of the university. In addition to this rate of growth it must 
also be pointed out that UTK is presently evolving from what can be characterized 
as an informally administered institution to a more formalized structure. 

Recently, UTK Administration has taken steps which seem to recognize the 
need for more sophisticated and comprehensive planning activities. There appear 
to be a number of reasons for this apparent direction. UTK is governed generally 
by the Tennessee Higher Education Commission Master Plan (Decen\ber 5, 1972.) 
While UTK has no comprehensive master plan as yet, one will be developed fairly 
quickly as a result of the THEC Master Plan, the growing importance of account- 
ability in higher education, and current UTK administrative attitudes. Two 
recent manifestations of the trend towards planning are: (1) the October 1972 
proposal by Chancellor Archie Dykes that UTK develop a campus master plan and 
(2) the creation of a UTK Role and Scope Committee in November 1972 . The task 
force recommends that the UTK Library Administration support the UTK efforts 
towards a formalized planning process (Role and Scope Committee and UTK 
Master Plan Program). Further, the UTK Library Administration should attempt 
to take part in those new processes and make its aspirations known to the UTK 
Q ^ Jministration, 
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While it may be too early to judge the level of library participation in the 
planning process, it is appropriate to make some observations on past and current 
trends. Traditionally the library administration has been formally involved only 
at the level o£ the Deans^ and Directors' weekly meetings, This implies that the 
UTK Administration views the library role as no more comprehensive than any 
other college or school on the campus. The role of the library system is to support 
the instructional and research needs o£ all segments o£ the campus and cannot be 
as narrowly construed as a college or school within the campus community. The 
task force recommends that the role of the UTK Libraries be reviewed by the 
UTK Administration and that the position of the libraries in the planning and,, 
indeed, the UTK administrative process be altered to reflect the comprehensive 
role of the library. 

The current relatively informal planning process at UTK has resulted in 
two system.s of dissem.ination of planning information to the UTK Libraries. The 
formal system of notification through the administrative channels presently 
established appears to be lacking because the formal planning is incomplete. An 
informal system exists in the vacuum. This process seems to base its strength 
on (1) the personal relationships between the UTK Library Administration and the 
UTK Administration, and (2) by dint of the confidence the UTK Administration 
holds in the current director. This informal systems seems to work effectively, 
but would be unnecessary under more ideal planning conditions. The flow of plan- 
ning information would not be contingent upon the "good wiir^ of the informal 
structure. 

Because of the informality of the current planning processes and the lack 
of comprehensive library involvement, the library is not afforded a role in the 
process commensurate with its responsibility to UTK. This oversight could in 
the long run result in planning for the university community that does not reflect 
the comprehensive needs of UTK. In light of these remarks, the task force 
emphasizes its earlier recommendations that the UTK Library Administration 
support UTK planning activities and aspire to take part in their programs. 

Library Planning Activit ies 

The UTK Library Administration is not currently involved in formal long- 
range planning. During the data gathering phase, the Planning Task Force observed 
that the library administration is more activley engaged in developing experience 
and expertise in the area of tactical or short-range (one year) planning activities. 
Many of the criteria and principles set forth in the MRAP manual are being adhered 
to by the library in its short-range planning program. 

The remarks above do not necessarily mean that the library opposes the 
concept of long^-range planning. An interview with Director Richard W. Boss re- 
vealed that he recognizes the need for the library to be engaged in this process, 
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but would oppose any attempt to move the library immeJiatoIy into a long-range 
planning effort. His position is basoJ on a need to develop experience and exper- 
tise on the part o£ the library administration and staff. He pointed out that the 
administration and staff arc becoming adept at short-term planning cycles and 
that the experience gained through these processes would serve well in an evolu- 
tion to mid- to long-range planning activities, This is his stated goal, 

The implications fostered by the MRAP manual is that all libraries ought 
to be totally involved in the planning process as a reflection of good management. 
Philosophically the Planning Task Force found this acceptable, but overcame the 
temptation of recommending that the library rush pell mcll into a total process. 
From a practical point of view it would seem more important for the library to 
gradually move into more ambitious planning efforts as the total organization 
becomes more proficient at the interaction necessary in planning, and the plan- 
ning process itself, The task force concurs with Director Bosses evolutionary 
approach to this process. 

Further, the task force advises the library admutislration to review the 
MRAP criteria and principles as it attempts to develop a comprehensive long- 
range planning program. In addition to these criteria, the task force recognizes 
the need for awareness of changing principles in management and planning, and 
suggests the library administration be alert to alternate or to changing criteria. 

Specific recommendations follow: 

1. That the uTK Library AuiutuisLLation support the effottb of Llie UTK admin- 
istration towards long-range planning manifested in the establishment of the 
Role and Scope CoaTimittee and the development of a UTK Master Plan. 
Further, that the library administration play as prominent a role in these 
processes as possible and make these aspirations known to the UTK Adminis- 
tration, 

2, That the UTK Library Administration make a concerted effort to convince 
the UTK Administration of the comprehensiveness of the library role in the 
University and that the UTK Administration be asked to recognize this role 
by appointment of Hbrary representatives to planning coancils, 

J. That the UTK Library planning effort be based on formal or informal plan- 
ning efforts of the UTK Administration, 

4, That library plans deaionstrate a relationship between library programs and 
University objectives, programs, and plans* 

5, That a plan for planning be developed by the UTK Library Administration as 
a guide to tlte formal planning effort. 
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6* That the plan for planning responsibilities be clearly and appropriately 
assigned to the library staff, 

7. That a calendar of planning activities be used to keep the library planning 
effort on schedulo, 

8. That overall planning be controllad on a centrali:^ed basis, but that the 
details of planning and opportunities £or input into the planning process 
be made available on a decentralized basis. That the goals the library 
seeks are decided first, followed by a consideration of means of achieving 
those ends. 

9, That a range of alternative plans for resolution of issues be considered in 
the process of library planning, 

10, That a formal long-range master plan bo available that matches the 
library^s special skills and resources. 

11, That the planp developed be projected to determine additional skills and 
resources needed, 

12. That divisional, departmental, short-range, and specific plans be coordinated 
by the master plan. 

13. That a time schedule be made available for each phase of the planned program 
of action with speci£ic rasponsibilities clearly assigned. 

14. That the plans be available for each unit in the overall system that cover the 
specific elements of (1) a statement of mission^ (2) philosophy and continuing 
objectives, (3) basic policy, (4) strength and weaknesses, (5) key result areas, 
(6) resource, service and support programs, (7) strategies for achieving 
programs, and (8) financial requirements. 

15, That formal long-range planning be developed to systematically cover the 
basic elements of planning. 

16, That staff be involved in the formal long-range planning process, both at a 
review and input stage, and copies of the plan be made available to library 
staff members. 

17, Thai short-, mid-, and long-range documents he made available, 

18. That UTK Library Administration consider strategic and operational planning 
as a basic part of their professional responsibilities. 
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19. That long-range planning be regarded as a continuing effort and existing 
plana be revised on at least an annual basis, takin^^ into account (1) exoeri- 
ence and insight gained as plans are implcn\ented, (2) changes in university 
philosophy, objectives, and progress, and (3) availability of improved 
management data, 

20. That serious consideration be given to the designation oL an individual as a 
coordinator of planning in the library with the responsibilities for estab- 
lishing planning schedules and guidelines, assembling basic information and 
data needed for planning, identifying bases for evaluation, coordinating the 
overall planning effort, and consolidating the individual unit plans with the 
master plan. 

21. That the staff be involved in the planning effort so as to secure the neces- 
sary perspectives, information, and commitments* Roles arc played by 

(1) university administration, faculty and students, (2) library administration, 
professionals, and support staff, and (3) professional and technical sources 
outside the university. 

22. That the top management team perform an active role in the formulatioa 
of long-range plans and in providing leadership for their effective imple- 
mentation. 

23. That adequate forecasting that calculates the impart of trends and future 
events on library management become a part of the long-range planning 
process. This includes (i) sufficient statistical records for the comparison 
of past perform an r::^ with present performance and for the consideration of 
sigi\ificant trends in parcentage changes, (2) identification o£ past and 
future events that may influence the achievement of objectives, and 

(3) special studies in the problem are-is, 

24* That there be definite, clearly written and attainable goals, (l) goals cover 
all library activities, (2) goals are carefully coordinated and interrelated 
throughout the library, (3) goals are set by those responsible for the 
successful conduct of the activity, and (4) goals are regularly reviewed and 
revised to assure high levels of performance and a responsiveness to changing 
conditions. 

25. That courses of action be formulated that are designed to employ strategies 
and program elements that are aimed at achieving ct^tablished goals, 

26. That the library's formal long-range plans he action uriLMiled with a realistic 
feasible program that can be moved toward implementation through (1) annual 
operating budgets, (2) operational plans, and (3) day-to-day action. 
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STUDY TEAM REACTION TO THE PLANNING TASK FORCE REPORT 



Upon review of the Planning Task Force documentation and report, the 
study team makes the foUoNving observations. Two salient points were raised 
by the task force about the UTK Administration planning efforts. The first 
point is that the UTK Administration has no established long-range planning 
process. The second is that the library role in the UTK process is best described 
as an informal one. The UTK Library Administration is provided input on a 
regular basis through the Dear.3' and Directors' meeting and through frequent 
direct contacts with the Vice Chancellor for Administration's Office as well as 
other UTK Administrators. 

The absence of a mid- or long-range planning process at the UTK adminis- 
trative level forces the UTK Library to base its planning activities on a minimum 
of formal statements on the part of the University and a maximum of assumptions 
on the part of the UTK Library Administration on the UTK Administration plans* 
It is difficult to imagine any administration being prodded by a subordinate 
organizational element into such a major endeavor as a long-range planning process. 
The study team nonetheless endorses the task force admonition that the UTK 
Library Administration support any planning effort brought forth by the University 
Administration and periodically ask that the University Administration indulge in 
these efforts. 

The study team endorses the position of the task force that the UTK Library 
ought to play a planning and administrative role in the UTK administrative proress 
commensurate with its comprehensive service role to the campus. The library 
cannot be narrov/ly conctrucd as another college, school or department within the 
campus community. In the event the University Administration were to accept 
this thesis and take steps to place library representation iii higher planning councils, 
many of the informal channels of communication would be unnecessary (but desirable) 
because of increased formal representation and increased formal channels of 
communication and means o£ input for the library. The following quotation from the 
Plaiming Task Force Report is particularly pertinent: 

"Because the informality of the current planning process and 
the lack of comprehensive library involvement, the library is not 
afforded a role in the process commensurate with its responsibility 
to UTK, This oversight could, in the long run, result iv planning 
for the University community that does not reflect the compre- 
hensive needs of UTK. " 

The study team recommends that the UTK Library Administration make clear this 
position to the UTK Administration and seek to expand the role of the UTK Libraries 
in the life of the UTK community and administration. 



27 



28 



In regard to the planning process in UTK Libraries, the study team 
accepts the Cindings of the Planning Task Force but wishes to highlight one 
or two points, The first is that while the library is involved in short term 
(one year) planning on an informal basis, many of the criteria founJ in the 
MRAP manual, which by implication are soiuul managerial practices, are being 
implemented by the library administration, Some of the criteria are being 
implemented on a methodical basis, while others would appear to be accidental 
or incidental to UTK Library administrative style. The study team feels that 
a more formal process established by the UTK Libraries would and ought to 
utilize the criteria to be found in the MRAP manual and other similar sound 
criteria. 

The second point and perhaps the major issue the study team wishes lo 
elaborate upon, is the evolutionary process of the development o£- planning. 
The study team observes that the momentum created by the ARL Management 
Study and current apparent enthusiasm of admmistration and staff for appli- 
cation of sound management principles, dictates that now is the time for the 
UTK Library Administration to move forthright ly into a formal process of 
short (one year) range planning, as well as a formal planning process on a mid- 
range basis. These processes ought to be undertaken with the full understanding 
that long-range planning is the ultimate [joal. The formal process ought to 
include a plan for planning. The responsibility for planning coordination ought to 
be assigned to an existing staff member or office. The plan for planning and the 
formalized process ought to be directly related to UTK planning and program 
davelopmcnt, as well as to the existing purpose and objectives and the addition 
of an automatic mechanism for review and change of the purpose and objectives. 
This position does not have to contradict the position taken by the task force 
because it represents an evolutionary step from an informal short-range 
process to a formal mid-range process and would be taken at a propitious point 
in time for the UTK Library, The study team feels that now is tha tim'3 to 
move formally into this process. The experience, expertise and enthusiasm 
levels within the UTK Library appear to be appropriate for this measure. 
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PO LICIES T ASK FORCE REPORT 



The UTK Library policies have traditionally been predominately unwritten. 
Historically this came about primarily because of a very stable library personjiel 
situation and imtil recently a rather modest operation in size and complexity in 
comparison with other university libraries. The library administration, as well 
as the department heads, remained essentially the same personnel for about a 
twenty-year period. During this period the library was developing from what is 
recognized today as basically a college library into a complex university library. 
Communication was very good among library administration, department heads 
and the entire library staff. As this staff grew in experience and understanding 
along with the developing of the library, there was not felt to be a strong need for 
formalizing library policies until recently. As the complexity of the library 
operation has steadily increased and many personnel changes in key positions have 
occurred, it has become difficult to operate the library effectively with formal- 
izing and distributing library policies. 

The task force has attempted to assemble all pertinent university and 
library policies. University policies were obtained from Univers it y of Te nnessee 
Per sonnel Policy & Procedures State ments. Uni versity of Tennessee Fiscal 
Policy & Procedu res Statem ents, Facult y Flandbook and memoranda distributed 
by the university administration. Library policies were obtained from files in 
the Director's office anJ additional policies were obtained from Library Nevys 
Notes and miscellaneous library publications, unwritten policies were determined 
by interviewing library administration^ department heads and branch librarians. 
The task force tried to determine by interviews how policies had been formulated. 
Until about two years ago, policies had generally been formed in the following 
manrer: 

Department head or branch librarian presented problem to 
library administration. Library a.dministx:ation and unit head 
involved discussed problem and arrived at an understanding of 
what the library j)olicy would be. In most cases this policy 
remained unwritten. 

Recently library policies have generally been formulated in a slightly differ- 
ent manner: 

Library administration, alerted by the unit head Involved, 
places a problem on the agenda to be discussed at the library 
heads' meeting. If it is found that the problem needs further 
study, a committee is appointed and instructed to research 
possible solutions and come back at a future library heads' meet- 
ing with a report providing recommendations. This committee 
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report is discussed with tha Faculty Senate Library Committee 
aal library heaJs for reactions and sug^o^stions. After advice 
from both of theso t?^o-^PS> library administration then prepares 
a draft of the policy to be submitted to the two groups for their 
final approval before actually becoming library policy, 

An examination 0.6 existing written library policies loads the task force 
to the conclusion that the bulk of these written policies are principally minor 
or intermediate. Most of tha general library policies remain unwritten. The 
attempt to organize and evaluate present policies has mada it clear there are 
many areas where policies n^^ed to be formalized. Ths task force knows that 
many unwritten policies exist. It is very difficult to detcrmin«3 with any 
precision what they are. This uncertainty concerning library policies makes 
it difficult to maintain continuity. The task force suspects that there are 
many situations that arise which would be controlled oy unwritten policies but 
parsons involved act completely unaware of any existing policy. This uncertainty 
often leads to conflicting versions of what library policies are. 
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R c c on i lu 0 nK\ a t i o n s 

That UTK tulministrat ion be cncoumj.Hid to involve the director of libraries 
in university policy formulation, especially in those areas vvhrrc the 
policies will have particular importance to the library* 

That eomeone in the library administration be de9i;:pated policy coordinator 
for the library and have as one of his duties the checkmg of all library 
policies to see that they are consistent with applicable luiiversity policies. 

That policies, especially major general library policies, should be formalized. 
A priority listing of imwritten policies to be drafted should be made. 
Responsibility for developing policies in specific areas needs to be 
assigned when appropriate. 

Tl^aL as policies are formulated, policy coordinator will check for their con- 
sistency, both internally and with university policies. 

That policy coordinator will monitor library policies and determine whether 
they are in agreement with librai-y goals and objectives. 

That as previously recommended we feel that a policy coordinator should be 
designated, and as suggested in the manual, the coordinator should be 
someone in the library administration. 

That the director of libraries should be clearly designated responsible for 
the library adopting and implementing university and library policies. 

That appropriate library staff committees, individual library staff members, 
faculty committees and individual faculty members be consulted for 
advice and counsel before library policies aire impleiueriteu. 

That library policy manual be started using Appendix Two or some similar 

division as a guide to classify existing library policies. Policies should 
be on one page so that changes can be easily inserted. Priorities need 
to be assigned for policy formulation. As manual develops, an index 
should be made to identify related policies. Sufficient number or copies, 
should be maintained throughout the library system. Systematic review 
and revision of library policies should be implemented and these- new 
policies quickly made available for insertion into manuals. 
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STUDY TEAM REACTION TO THE POLICIES TASK FORCE REPORT 



The study team accepts in entirety th'^ documentation and findings of the 
Policies Task Force. On a campus levelj the findings clearly point out that the 
UTK Library Administration is not as involved in UTK policy making activities 
as much as it should be. The specific finding is that the level of involvement in 
policy formulation of the UTK Libraries in the UTK community is basically re- 
stricted to the Deans* and Directors* meeting attended weekly by the Director of 
Libraries. Unfortunately, many policy decisions are made outside this forum 
without the benefit of UTK Library participation in this policy formulation process. 
As the task force reports, the UTK Libraiy Administration has not often had 
adequate opportunity to express library views and needs in these policy formulation 
processes. The study team recommends that UTK Libraries make these feelings 
known to the UTK Admiiustration and that the UTK Library Administration 
become more formally involved in the higher levels of UTK Administration^ 
particularly in regard to policy formulation in order to provide maximum 
beneficial input and to avoid surprises (to the library) in the establishment 
of policies. 

In regard to policies in the library system itself, the task force quickly 
discovered that written policies are not gathered into one basic series of 
documents, available to library administration, department heads, and staff. 
At this writing, existing written policies cind procedures have been compiled 
and are available. This document is merely a compilation of these stdtemunLt* 
and is not to be construed as anything resembling a complete statement of 
library policy. 

The study team further recognized the need for the identification and 
codification of existing unwritten policies vind identification of areas where 
no policies exist. The task force recommendation that the UTK Library 
Administration designate a staff member or office to serve as a policy coor- 
dinator is heartily endorsed, The charge given to the policy coordinator or 
office ought to be: (l) to organize and formalize existing written policies, (2) 
to identify unwritten policies in the libraries to ascertain whether or not they 
coincide with current UTK policies and UTK Library Purpose and Objectives, to 
redraft where necessary policies for formalized acceptance by the UTK Library 
Administration, heads, staff, and Faculty Senate Advisory Committee, (3) that 
this person or office monitor the ef f ectivoness of policies and identify policies 
needing revision, elaboration, or deletion, (4) that thin person or office identify 
voids in the Policy Manual, and propose draft policies which n\ight mitigate 
these circumstances, and (5) to make certain that policies arc available to all 
levels of staff and that this person or office l)ecomc a c:onsistent source of 
interpretation of policy within the library system. 
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It has been pointed out earlier that many policies are unwritten, frequently 
departmental policies. As these policies become codified the study team feels 
they should be passed on by the departments to the office charged as policy 
coordinator. This office should serve as a repository for these policies and 
not as a point of coordination. 

These recommendations as made by the task force and endorsed by the 
study team represent one more step towards a formalized process of manage- 
ment within the UTK Libraries* To date many areas of management within the 
library system have been identified as being basically ii\f ormal but which meet 
the criteria as established by the MRAP manual. The study team seeks to 
eliminate the informality of management but also attempts to avoid over- 
formalization that can result in a stifling bureaucracy. 
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BUDGETING T/\SK FORCE REPORT 



Description 

The DTK Library has an annual budget cycle and must conform to various 
campus and state guidelines. The overall system of budget requests for higher 
education in Tennessee is based on f omaula. The THEC (Tennessee Higher 
Education Commission) has developed formulae based primarily on credit hours 
in several catagories to determine the level of funding needed. These formulae 
are used by the various campuses to compute their budget requests. The 
campuses do have the opportunity to request additional funding for specific 
"non-formula'' activities. The budget request for UTK is submitted to the 
UT system for review and submission to the THEC. The THEC holds public 
hearings on the budget requests throughout the state. The THEC then recommends 
a budget for viU higher education to the Governor and the Commissioner of 
Finance and Administration, The final budget request submitted by the Governor 
to the legislature contains the requests for higher education. 

The major activities of the UTK Library in the budget process from the 
campus up are to recommend formula changes and to submit requests to the 
campus administration for any library activities which should be funded on a 
"non-formula" basis. The formulae which the library is concerned with is the 
basic funding formula and the formula used to determine the library's collection 
deficiency* The UTK Library administration had an impact in obtaining a 
revision of the deficiency formula. Since the overall budget requests from the 
UTK campus up are based on formula the library is confined in its approach to 
budget matters at these levels. The funding that the legislature approves, 
however, is on a lump sum basis. The UT system receives an appropriation for 
system and UTK and aUocates a portion of these funds to the campus. 
The UTK campus administration also has the responsibility for allocating the 
campus funds to the colleges and departments within UTK. There is no require- 
ment that the campus administration allocate funds in the same manner that 
the formula would allocate the funds. This process results in the need for the 
UTK Library to request and justify to the campus administration the funds it 
needs to fulfill its role. The budget presentation to the campus administration 
is the primary means of commuiiicating proposed library programs and the 
resources the library needs to adequately serve the academic community. The 
budget request is submitted as a narrative explaining the programs and the funds 
needed by each program. The request is basically an add-on request. The campus 
provides forms for budget requests which arc structured on a budget category/ 
object code basis. The narrative and the schedules ava coordinated and submitted 
to the campus administration, A budget hearing is then held which provides the 
library administration an opportunity to discuss the budget request with the 
campus adniinis trators. 
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The campus administration then informs the library of the total amount 
that will be allocated with any guidelines on the use of the funds. The Library 
re- evaluates its operating programs and allocates its funds to various 
activities. The internal allocation is then reported to the campus administration 
on a budget category basis. The internal control of the budget is based on the 
budget category/object code allocations developed by the choice of programs the 
library will pursue, 

The internal budget process of the library begins in late fall when the 
library administration requests budget input from the library department heads. 
The departmental budget requests are divided into requests for maintenance 
of effort and requests for new programs. The information that is provided in 
both these areas is then separated by salary, hourly wage, equipment, and 
other expenses. Each new or expanded program request is separate. The 
library administration analyzes the departmental input with respect to both 
the merits of the proposed activities and the cost of each activity. A pre- 
liminary group of programs and dollar amounts is developed by the library 
administration and preparation of the budget narrative is begun. The tentative 
list of new or expanded programs is presented to the library heads for their 
suggestions and analysis. The priorities of the various programs are determined 
after the reactions of the heads are received. The UTK input forms are 
completed as they are received and the entire budget package is submitted to 
UTK administration. This is step one of the process » the budget hearing is 
held and then the library receives its guidelines for salary increases for the 
upcoming year. The salary adjustments arc computed using the employee 
evaluations of each employee; this is step two of the budget process, The 
increases must be within the restrictions imposed by the campus administration, 
state agencies, and any applicable federal agencies. The next step is that the 
library receives information as to what the total library budget will be for 
the next fiscal year, The funds available are the constraints within which the 
decision must be made as to which programs will be undertaken and at what level 
of funding. There is a review of these matters with the library heads and the 
Faculty Senate Library Committee. The approved pmgrams are used to detennine 
the allocations for each budget category and object code. The UTK administration 
is informed of the allocation of funds using the schedules they provide. 

The budget control of the UTK Library is based primarily on internal 
records maintained by library personnel. These records are supplemented by 
monthly expenditure reports prepared by the UT Treasurer's Office. The internal 
records of the library are compatible with the accounting system used by the 
University. This compatibility is necessary so that the internal records and 
the University records can be reconciled. The University's accounting system uses 
several budget categories which are subdivided by object codes. Neither the 
University's nor the library's records arc maintainad on a program basis. The 
use of this typo of system means that it is only by detailed cost studies that 
a cost for a particular program can be determined. This type system does not 
Q*"*rovide cost information to the department heads within the library, 
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Evc^lnation^ 

The UTK Library's budget conforms to tho budgetis\g policies and methods 
of the University, Tlie librc^ry U!>i3S the budget process as an opt3orluJU*:y lo 
communicate its short-range plans and needs to the campus administration. 
The budget of the ixDrary includes all its resources except those received from 
gifts and grants £or acquisitions^ These funds do not have a great influence 
on the amount or use of campus funds provided. The budget cannot generally 
be expressed in terms of instructional, research, and community service. 
Some services that the library supplies to users outside the campus have been 
identified, but these have not been ocgragated as separate budget items^ 

The formulation of the budget is the ultimate responsibility of the 
director of libraries^, The two associate directors have defined areas of 
responsibility in the budget process. The heads of operating departments 
within the library have two formal opportunities to provide input in budgetary 
matterSe The first input is l\\c departmental budget request which is prepared 
by each department head. The department heads as a group have the opportunity 
to make comments on the budget as described earlier. The staff of the 
library have no formal method of providing input into the budget formulation 
process. There is no special vehicle available for upward communication by 
the library staff generally or by the library £acidty<, 

The library administration considers budget matters in relation to their 
impact on the ongoing objectives of the library* There are no f OiTnal long- 
range plans on which the budget can be bascd^ The informal long-range plans 
of the library are a major consideration in budget formulation. The income 
and expenditures of the library are not budgeted on a program basis. The 
accounting system of the University and therefore the library's accounting 
system does not provide the information necessary for a fuller program budget. 
The new or expanded programs considered are studied and presented on a 
modified program basis. The value of a programmed approach to budgeting 
should be studied in relation to the costs that would be incurred, These could 
possibly include operation of a dual record system and greatly increased 
internal record keeping. Tho library must develop formal long-range plans 
before a PPB system could be utilized even if the cost benefit ratio is favorable. 

The responsibility of budget control may be considered from several view- 
points. The director of libraries has the overall responsibility of controlling 
the budget. Within the library the responsibility for budget control is segmented 
by the budget area. The associate director for admttr'stralion has the 
responsibility in the areas o£ binding, operating expenses, salaries, and equipment 
purchases. The heads of the Acquisition and Binding Departments have 
responsibility for controlling the expenditures for acquisitions and binding. The 
heads of the various operating departments are charged with controlling their 
use of student hourSo 
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Budget information is provided on a current, rcj^ular basis in the area of 
student hourb to the operating departments and the librarv^ administration^ 
Information m the areas of operating expenses and salaried personnel is provided 
on an as needed basis to the library administration^ The Acquisitions and 
Binding Departments accuniulatc their own budget information and it is available 
for the use of these departments and the library administration. 

The budget process has a high priority within the total management effort 
of the UTK Libraries^ The director and the two associate directors take active 
and central roles in the oveiall process. The budget process is used as a 
vehicle for both internal and extenial communication of the libraries' plans 
and necds» Adequate control of the budget is required by the campus administration 
and is nniintaiiiedo 
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Recom mendation 

That the library administration continue to study and recommend changes in 
the funding £om\ula as necessary to develop the most realistic basis for 
budget requests. 

The developments of a realistic formula is of central importance in a 
budget system based on formula. The continual study of the formula 
is necessary to assure that it reflects the resource needs of the library 
' as the library^ s role changes to meet changing academic needs. 

That Library materials purchased with grant or research contract funds be 
purchased through the library and become a part of the collection. 
Any accountability requirements connected with grants will have to be 
a consideration in implementing this recommendation. 

The library as the basic research resource of the University should have 
control of library type materials. This will insure that these resources 
are available to meet the needs of the entire University community. 

That the library expand the channels of communication with the UTK 
administration. 

That the director of libraries become a member of the Graduate Council. 

That the library be represented on committees concerned with cuiriculimi, 
planning, and any other area that has a significant impact on library 
activities. 

The need for advance knowledge of and meaningful input into University 
plans requires that the library be involved in planning in the formative 
stages. 

That the library continue to identify distinct community service programs 

and to quantify these programs as an additional justification for f uiuling* 

Those activities not related to the institutional and research programs of 
the University are not reflected in the formula derived funding requirements 
of the library. These activities need to be documented and recognized as 
"non-formula^' needs or necessary revisions to the formula should be made. 

That the library administration hold a budget hearing with the head of each 
department. 
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The use of budget hearings to discuss each department budget request 
should result in a better understanding of the proposals submitted. It 
will give administration an opportunity to clarify any aspects oC the 
request that arc not clear. The hearings may also result in exploration 
o£ new alternatives to accomplish the programs proposed. 

That information be provided to the department head as to the deposition 
of their budget request withiii both the library budget request and the 
final budget the library receives. 

The reply by the administration will insiure that every request is 
considered and some disposition is made. This procedure should remove 
any feelings that the departmental input may be "lost in the shuffle, " 
The replies should also indicate to the department head the reason for 
the action taken. 

That a formal px'ocedure to gather input from all levels of the library staff 

be included in the budget process. That the information about disposition 
of each department's request be disseminated to all departmental staff 
members by the department head, 

The preparation of the budget is a major short-range planning activity 
within the library. The participation by as many staff members as 
possible has several advantages. It provides a good method for gathering 
new ideas and approaches to problems. The staff can become much more 
committed to the plans that are developed if they have had meaningful 
input into the plans. The information about what action was taken on 
the budget requests is important to maintain interest. TKi? prnrpdiire 
should avoid the problem of input into a void. The involvement of the staff 
in these areas may have two very positive effects^ It may provide an 
expanded source of new ideas and alternatives and also improve the 
commitment of the library' staff. 

That the group designated as the library faculty be afforded the opportunity 
to react to the budget during its formative stage. 

This procedure should result in increased participation by the library 
faculty and improve the direct communication botv,'ecn the library 
administration and the j^aculcy. 

That the planning framework being developed by the library should include the 
budget and the budgeting process as an integral part. The budget should 
be a financial expression of the library^s plans. 
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To be a meaningful factor in the operation of the library, the overall 
planning e££ort must include the budget process. The budget provides a 
method for authorising and initiating the programs that result from the 
planning process. 

That greater use of a program orientation to budgeting become an area for 
further detailed study. The cost of gathering and accumulating the 
necessary information and the compatibility with the University's budget 
process shoiUd be the major problem areas studied. 

The question of changing the system of budgeting at UTK Libraries is one 
that should receive a full analysis. Due to the technical nature of the 
problem and the interaction betv^een the budget, management information 
and planning areas, the task force does not feel that it is within their 
scope to recommend a particular type of budgeting system. 

That a further determination of the budget information needs be made. This 
should be a part of the overall management information requirements 
btjLig studied by a separate task force in the study. 

The area of budget information should be a part of the total management 
information system. The task force does not feel that making specific 
recommendations as to what information should be provided, to whom, 
and in what format is within the scope of this task force. 

That performance standards be developed within the library for particular 

tasks. These would indicate achievements and cent rib ut ions of certain 
operating units when analyzed on an aggregate basis. Tasks that are 
readily quantifiable should be studied first. 

The development of performance standards should be of value under any 
type of budgeting system. The standards can be useJ to analyze 
performance, estimate the impact of an increase in the volume of 
activity and to ^*cost^' proposed modifications. 
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STUDY TEAM REACTION TO THE BUDGETING TASK FORCE REPORT 



As has been the case with previous task force reports, the Study Team 
recognizes a dichotomy of issues. The first being the external (UTK) situation 
and the second being the internal (UTK Libraries) situation, In regard to the 
former, the current lack of involvement of the library administration beyond the 
Dcans^ and Directors* weekly meeting restricts the library* s ability to commit 
resources as accurately as possible to support the programs and service obliga- 
tions of UTK. The UTK Administration should seek to involve the UTK Library 
Administration in program planning and development in order to increase the 
library's ability to allocate its resources to support these programs and 
services. It has been pointed out earlier that information becomes available 
informally to the libraries in regard to programs, but that the formal avail- 
ability of those programs frequently comes in the later stages of development 
or as an accomplished fact* It is the feeling of the Study Team that the UTK 
Library Administration ought to be involved in any program or service develop- 
ment from its inception in order to provide the UTK Administration With 
accurate information as to the library's ability to support these programs 
presently ind to provide some insight as to the library's projected ability to 
support existing and proposed programs in the future. It has already been noted 
that this involvement would provide the library with greater ability to plan its 
resource allocation. 

Several elements of the task force report deserve reiteration. The most 
obvious issue to the Study Team in the task force report is the library adminis- 
tration's need to improve the internal budgetary process. The Study Team 
endorses these recommendations and wishes to repeat them: (I) The library 
administration ought to hold budget hearings with individual heads prior to the 
actual library budget preparation in order to achieve a clearer imderstanding of 
program proposals on both sides, (2) Departmental input to administration 
should also reflect a greater opportunity for the departmental staff to provide 
input to planning and preparation of the departmental budget, (3) It is recom- 
mended that information be provided to the department head as to the disposi- 
tion of their budget request within both the library budget request and the final 
budget the library receives. 

Two other general remarks on the librnry budgeting program deserve emphasis. 
First, the budgetary process ought to result in a financial expression of library 
planning activities. This should be taken into considei^-^tion during both the 
budgetary process and the library planning process, as well during any review of 
either of these two processes. Second, while the Study Team recognizes the fact 
that the UTK Library must operate within the framework of the UTK Fiscal 
Policies & Procedures, it endorses the position of the task force that the UTK 
Library Administration pursue the possibility of developing greater program orien- 
tation of the budget t-^king into account the inherent cost of this process to the 
libraries, 
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MANAGEMENT INFORMATION TASK FORCE REPORT 



The library administration is aware of and concerned with management 
information needs; it also indicates it needs to develop greater sophistication 
in understanding present information sufficiencies and deficencies. In keeping 
witii the Director's philosophy towards total systems approaches, i, e, , given 
existing expertise and manpower constraints, total systems approaches are 
extremely expensive and rarely successful, the library administration does not 
have a comprehensive, urif ied set of methods, techniques, and procedures for 
collecting and using information, Rather, it has endeavored to identify and 
anticipate those types of information essential for effective decision-making, 
especially in the areas of budget, personnel, and support services, 

The nature of management decision-making in the library is self-consciously 
consultative rather than participatory^ A three-man administrative committee 
(the Director and two Associate Directors) meets weekly to review developments, 
make decisions, and plan programs. Their tasks are facilitated by information 
obtained at the monthly Department Heads' meetings. The Heads group is 
deliberative and consultative, Ec^ch Head is expected to discuss developments 
at tlie Heads' meetings with his staff within three days of those meetings, 
thereby obtaining further data and potential input* Additionally, all staff 
members have access to top administration for ccnsultation and discussion with- 
out necessarily having to go through channels. In theory, then, all library staff 
are involved in this consultative process. In rpality, however, at both the 
departmental and the interdepartmental levels, there is enough reluctance on 
the part of staff members to voice concern or provide information to cause the 
Director to exp^'ess concern that the Administration is not receiving all the 
information it could profitably use, 

A number of documents might be considered as major management reports. 
Among them are the annual reports of each department and the annual report of 
the library itself. The annual budget request, the monthly and annual service 
statistics (circulation, reserve, interlibrary loan, reference), and the annual 
performance evaluation reports also fall within this category, as do the Control- 
ler's annual Budget Analysis, the University Treasurer's Budget Analysis Report, 
the Book Budget Expenditures (Monthly Fund Report), and the Student Hour 
Control Reports. These are made available to all staff who might conceiv'ably 
need to make use of such information. 

On the basis of the Task Force's application of the ARL principles and 
criteria in the analytical tables, certain strengths and weaknesses in the 
library's present methods of collecting and using management in£ormation became 
evident* Essential quantitative information does seem to be available, but other 
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sorts, the need for and/or usefulness of which is not always readily apparent, 
are not, viz. detailed profiles of user population, unit cost/unit time studies 
or statistics, book replacement cost statistics, functional area costs, and 
collection development statistics. In the area of qualitative data, the library 
enjoys the benefits of the availability of annual departmental reports, personnel 
evaluations, policy statements (which are not yet, as of this writing, fully 
collated, collected, and indexed, although they are promised to be so), reports 
of adjioc committees, and minutes of Heads' meetings. Weaknesses exist due 
to the limited solicitation of patron response to library programs and services 
and the lack of administrative reports in the form of minutes of the Adminis- 
trative Committee (Director - Associate Directors), 

Present reporting methods seem to be effective except insofar as library 
staff often do not collect and report statistics enthusiastically because they 
do not fully understand and appreciate the usefulness of such statistics. Certain 
information needs are not now being adequately met; these are dealt with 
specifically below. 

Although the Task Force cannot argue with the ideal of the Library having 
an organized means of securing the necessary quantitative and qualitative 
information to achieve operational control and to support an effective planning 
program, it stops short of recommending that the Library immediately adopt 
one or even that it conduct a full-blown study with a view towards adopting one. 
In the absence of a comprehensive planning program ("Master Plan") in both the 
University and the Library, to do so would be an exercise for its own sake. The 
task force does recommend that the Library study what use it might make of 
management information it now has but does not use effectively, such as annual 
service statistics and performance evaluation reports. It also recommends 
that the Library determine if information it is not now gathering regularly could 
be useful for decision-making and management, (See Specific Recommendations 
1 and 2), 

Because a great deal of planning and managerial decision-making originates 
at the apex of the administrative hierarchy, the Task Force recommends that 
minutes be kept of the regularly-scheduled Administrative Committee meetings. 
These minutes would record ideas, transactions, and decisions and would be of 
obvious benefit, not only to staff members and department heads, but also to 
the Administrative Committee itself as an important reference source, (See 
Specific Recommendation 3), 

The Library relies heavily on the Report of the University Treasurer, but 
that document is not timely enough to permit its efficient use by the Library, 
e. g, , it is not available when an immediate decision must be made on expendi- 
tures for books, supplies, and auxiliary services at tho end of the fiscal year. 
The Task Force therefore recommends that the Library Administration exert 
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maximum pressure on the University Administration to provide it with 
expenditui^e reports on a more timely and more flexible basis. (See Specific 
Recommendation 4), 

Based on interviews with Library Administration and key personnel, the 
Task Force finds the financial accounting system satisfactory. Because 
responsibility in this area is fragmented and diffused, however, we feel that 
this function should be the responsibility of one person or office. A budget 
officer should be made responsible for all centralized information concerning 
financial accounting and control. (See Specific Recommendation 5). 

The level of sophistication in identifying and analyzing costs for library 
activities is not very high, despite the views presented in interviews. We do 
not know, for example, how, for what, for whom, or under what circumstances 
analyses of capital expenditures are made. It is only sometimes possible to 
identify the costs of general operations and never possible to identify unit 
costs. The Task Force feels, therefore, that investigation be made to deter- 
mine whether more detailed information concerning analyses of major and 
capital expenditures, general operating expenditures, and unit costs is neces- 
sary or desirable now and/or in the future. (See Specific Recommendation 6). 

Although the Tark Force found that adequate information is not always 
prepared on the flow of library materials for purposes of operating control, 
it does not view this situation with alarm because technical services operating 
control is very efficient due to the lack of cataloging backlog and the near lack 
of acquisitions backlog. The Binding Department does have some information 
needs which it says are not now being met; these may possibly be faults in the 
communications network rather than lack of management information, but the 
Task Force does recommend that these problems be investigated. (See Specific 
Recommendation 7). It also suggests that the efficiency of technical services 
in geiitital'might be improved if an individual were made responsible for inform- 
ation flow in this area. Therefore, the Library should investigate whether the 
appointment of such an individual or the assignment of such duties is necessary 
or desirable to improve efficiency, (See Specific Recommendation 8), 

M'xJem management theory suggests that "management information should 
provide marketing-like data on the use of library mntorials, services, and 
resources. " Ways in which this might be achieved are through thu development 
of user population profiles (size» composition^ and growth trends); the knowledge 
of types of library use (instructional, research, or recreational): the availability 
of data on the use of materials by volume, foi-m^ and facility; and the prepar- 
ation of use projections. An automated circulation system at the Undergraduate 
Library became operational in January, 1973, The potential of such systems for 
collection use statistics and user profiles is currently bciing explored. As that 
circulation system is extended to Main and other libraries, further management 
information in the area of public services will be developed, The only partial 
knowledge of use of materials by form docs not strike the Task Force as 
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significant. Although planning information is limited, and although user 
statistics at present do not seem comprehensive enough to support a total 
planning effort, e. g ., use projections, user profiles, and instructional 
information needs, the Task Force does not make any specific recommend- 
ations in the area of Public Servies in view of the known complexity of 
developing and usijig techniques for gathering such information. 

There has been vast improvement in the area of personnel management 
information by the addition to the Ijibrary staff of a personnel officer. 
Although certain shortcomings were noted by the Task Force as concerns 
management infom^ation in this area, the situation promises to improve 
constantly over time. Hence, no recommendations are made. 

The Task Force agrei^s in principle that management information from 
the major functional activities areas of the Library should be coordinated. 
It also feels that it can be "over-coordinated" with the danger of becoming an 
end in itself. The Library should investigate the area of coordination of 
management information. (See Specific Recommendation 9). 
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Specific Rocommendations 

1. An examination should be made of greater potential use of existing 
management information, especially for planning and for program 
evaluation. 

2. An examination should be made of the potential usefulness of inform- 
ation the Library is not now gathering regularly. Such a study might 
look at what other libraries are doing and at what practice and the 
theoretical literature suggests. 

3. The Minutes of regularly scheduled Administrative Committee (Boss- 
Abel-Shipman) meetings should be kept and distributed to all library 
staff members. Not only would it provide important information for 
all library staff and make them aware of the content and form of 
administrative decision-making, but it would also provide this 
committee with an important management information document for 
referral and dissemination. 

4. The Library Administration should explore with the University Admin- 
istration the possibility of developing more timely and more flexible 
expenditures reports, 

5. The budget officer should be made responsible for coordinating all 
information concerning financial accounting and control, 

6* Investigation should be made of whether more detailed information 

concerning analyses of major and capital expenditures, general oper- 
ating expenditures, and unit costs is necessary or desirable now and/or 
in the future, 

7. The information needs of Binding should be investigated and acted upon. 

8* A study should be made to determine whether an appointment should be 
made of an individual responsible for administrative and technical or 
support services information flow. Such a study would attempt to deter- 
mine whether such an appointment would improve efficiency and provide 
data whose usefulness is not yet known. 

9. The Library should examine the feasibility of developing greater coordin- 
ation of management information. 
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STUDY TEAM REACTION TO THE MANAGEMENT INFORMATION 

TASK FORCE REPORT 



A review of the Management Information Task Force report indicates 
that there are two basic areas of strength in regard to management information 
within the UTK Library System. They are budgetary reporting and library usage 
reporting. The task force report indicates that the areas of salaries, oper- 
ations, equipment, binding, and books receive fairly close attention throughout 
the fiscal year and that information is reported to administrative officials 
within the library system on a timely basis. The second area, usage of libraries, 
receives a fairly high rating because of the extensiveness of the reporting 
system and the information reported to administrative officials. The task 
force indicates that frequently this report suffers because of a lack of staff 
understanding and sympathy for this process. 

The study team's reaction to the weaknesses in management information 
and the remainder of the task force recommendations is best prefaced by the 
first sentence of the final paragraph of the task force report. That sentence 
reads as follows: 

"The task force agrees in principle that management inform- 
ation from the major functional activities areas of the library 
should be coordinated. ^' 

This wo'ild appear to be the key to the overall issue of the provision of adequate 
management information within the UTK Libraries if management information 
is to be regarded as the process of securing and analy:<iing information on library 
activities required for management controL The major weakness is that there 
is no central coordinated flow of information to the library management. The 
study team recommends that all management information be coordinated by one 
administrative official. Further, this official or office should be charged with 
the responsibility for identification of existing information generated through- 
out the UTK Libraries in order to ascertain what levels and to what degree of 
sophistication information is currently being provided to which offices. Until 
central coordination is acievcd, the generation of information within the UTK 
Libraries remains only that and cannot become a management information 
s ystem . Centralized coordination ought to result in an identification of UTK 
Library administrative requirements for information. Further, it ought to 
result in an identification of voids in the inforniation flow. Examples pointed 
out by the task force and recommended for further investigation are: user 
profiles, information in regard to collection use by classification or discipline, 
and time/cost study information in several cireas. Further, the information 
flow on technical services ought to be developed now while no backlogs appear 
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and appropriate amounts of staff time and effort can be devoted to this 
process. (If the acquisition rate increases with a new budget as antici- 
pated, it will become increasingly difficult to spare the time necessary 
to develop this system. ) 

The study team feels that it is difficult to challenge a recommend- 
ation or a lack of a recommendation in regard to specific areas of possible 
information flow, but does recognize the need for the coordination of all 
information systems within the UTK Libraries. What may be important 
for a study team or a task force in regard to information may not at all 
be important to the coordinator of information or the UTK Library Admin- 
istration. The study team feels that all the areas touchcJ upon by the 
task force merit investigation, but that coordination of management 
information flow is the key issue and recommends that the library admin- 
istration take steps to achieve this coordination and identification process. 
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ORGANIZATION TASK FORCE REPORT 

The Task Force on Organization identified its task as being thrce-Coldi 
to describe the present organizational situation of UTK Libraries, to analyze 
and evaluate the present situation based on ARL manual guidelines, and to 
make recommendabipns for improving the present organizational structure. 

Description of Pr ese iXsit ualion 

A revievj of the UTKH^rary organizational charts and staff rosters 
from 1943 to the present indicted relatively few major organizational changes, 
(See organizational charts following report, ) hi 1946 the title of the top 
library administrator was changed from librarian to director of libraries. The 
director of libraries originally reported to the dean of the University, whose 
title was changed to vice president. With the creation of the position of 
academic vice president (now vice chancellor for academic affairs) the Library 
fell under his responsibility, Fron^ 1943 to 1945 all departments and branch 
libraries reported directly to the director of libraries. In 1946 an Order and 
Processing Department (including cataloging division, order division and period- 
icals and binding division) with its own chief who reported to the director was 
established. From 1947 to 1951 there existed a Reader's Division and an Order 
and Processing Division, each with a chief who coordinated related activities 
and reported to the director of libraries. In July 1952 the position of associate 
director of libraries was created. From 1952 until fall 1970 all major departments 
and branch libraries reported to this associate director who reported to the 
director of libraries. In November 1970 a reorganization provided for an associate 
director and an assistant director, each over specified library operations, who 
reported to the director. In July 1972 this was changed to provide for two 
associate directors. Since November 1970, Acquisitions Department, Processing 
Department and Law Library have reported directly to the director of libraries. 

Study of the organisational charts also revealed changes in tlie branch 
library situation. In 1954 the Chemistry and Physical Science Libraries were 
combined as the Science Library. The Education Library which opened in 
March 1957 was incorporated into Undergi-aduato Library Collection in Jime 1971, 
and the Business Administration Library which opened in September 1958 was 
incorporated into Main and Undergraduate Library Collections in the fall of 1969. 
The Undergraduate Library, operating as a division of Main Library from fall 
1959 to end of summer 1969, opened in its ow^n building in the fall of 1969, The 
newest branch library is the iMusic Lilu'avy v/hose operation was assunu^d in July 
1971. 
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UTK Libraries is organized with the director o£ libraries, who is ulti- 
mately responsible for the entire operation of the library system, as the 
chief library administrator. (Soc organization cliarted dated Jan. 4, 1973)» 
He is responsible to the vice chancellor for academic affairs. The prevailing 
organizational philosophy is that of consultative management. The director 
of libraries is assisted by two associate directors each of whom is in charge 
of designated areas of librriry activity. These three administrators make up 
the library's top management team. Their weekly meetings serve to help 
formulate policy, coordinate library activities, and plan for the future as well 
as to make decisions which effect daily library operations. 

UTK Libraries organization follows a functional type arrangement with 
departments organized to provide for acquisition, binding, cataloging, circu- 
lation^ interlibrary loan and reference functions. In addition there is an 
auxiliary services unit, a systems analyst, a controller and an administrative 
assistant for personnel. Seven branch libraries located across campus and 
Special Collections at Main niake specialized subject collections more easily 
accessible to the user. 

Although not specifically designated as such, on first observation it 
appears that one associate director is responsible for services most commonly 
referred to as Reader^ s Services while the other associate director is in charge 
of Technical Services. Upon closer observation it becomes apparent that one 
associate director is indeed concerned with most areas of Reader^s Services but 
the other associate director is in charge of auxiliary type services and some 
technical services while Acquisitions and Processing Departments and Law 
Library report directly to the director of libraries. 

According to the director of libraries ther^ are no standing library 
committees. Ad hoc committees are appointed when a need arises and are 
dissolved when their task has been completed. Two ad hoc committees, the 
Scope Committee and the Orientation Committee, have been meeting for some 
time, but these too will be dissolved upon completion of their respective 
charges. Committee members arc appointed at the heads meeting, are given 
a charge, and report results of their investigation to a later heads meeting. - 
Some staff feel that many issues are dropped after the committcci report has 
been made without action being taken. Director Boss reports having recourse 
to two library advisory groups: monthly heads m^^ottng and weekly meetings with 
selected staff. All persons occupying positions shown on the UTK Organizational 
Chart as of January 4, 1973, with the exception of supervisor of duplication, 
attend the monthly heads ineeting. Both library faculty and support staff are 
invited in small groups to meet once a week with the director. A Faculty Senate 
Library Advisory Committee, composed of faculty members, with the director 
of libraries as chairman, relates the library^s collection and services to University 
curriculum, research and service. 
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Each department and branch library was ackcd to submit a departmental 
organizational chart. (Sec attached, ) Some of tl\osn charts were readily 
available wl\ilc it was evident tluU others werednjwn up merely to fill this 
request. Very little division of lalior or delegation of authority was evidenced 
by these charts. In fact, Processing Department showed every one in the 
department, including student library assistants, reporting directly to the 
head of Processing Department. Mnny departments arc so small that this 
lack of delegation of authority does not present a problem, but larger depart- 
ments might well fiaietion move effectively if departmental organization were 
studied with the view of reorganization. 

Because of the emphasis placed on use of Likert Profile of Organizational 
Characteristics in the ARL Manual, the task force agreed to recommend admin- 
istering the Profile to the staff. Meetings were held with the Task Force on 
Leadership and Supervision, which also wanted to administer the Likert Profile, 
and with George Sbipn>an, chairperson of Stiniy Team, to work out details 
involved in administering and scoring the Profile. As the work of the task force 
progressed, it became more and more evident that the value of results of Likert 
Profile to the Task Force on Organization had been over-emphasized. Because of 
time and money involved in administering tlie Likert Profile of Organizational 
Characteristics, the Task Force on Organization strongly recommends that the 
chapter on Organization in ARL Manual be ro-written and much less emphasis be 
placed on use of Likert Profile. 



ion of Present Situation 



Principles of organization as identified in the ARL Manual were applied to 
UTK Libraries organization through use of the analytical tables given following 
the chapter on Organization in the Manual. Results of the Likert Profile in the 
areas of decision making and internal conmuinication were used in analyzing 
organizational effectiveness in these areas. 

UTK Libraries have generally played a passive role in University development 
but have been quick to respond to demands of llnivor^^U-y programs. The director 
of libraries and his staff have not been actively involved in overall University 
planning. Tradiliun and day-to-day work pressures have precluded out of library 
awareness. Because the Library is responsible for serving the research and 
teaching needs of the entire University community, the director of libraries must 
be involved in long range University planning and development. The director of 
libraries should be a member of the Graduate Council. His inclusion in n^ectings 
of deans and directors is a step in tl^c right direction. As the University Master 
Plan is developed, the director of librarie^^ must bo involved if the Library is to 
take its rightful place as a vital and integral pari of The University of Tennessee. 
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UTK Libraries are organized to encompass all basic library programs and 
usually groups them effectively. The library activities are not grouped according 
to resource, service and support areas, however. The Library is more traditionally 
structured with activities grouped into areas of public or reader^s services, 
technical services andauxiliary services* The most glaring discrepancy in this 
arrangement is in the area of technical services. The Processing and Acquisitions 
Departments report directly to the director of libraries while other areas 
involved in technical services report to an associate director. There appears to 
be little coordiudLiun of activities within these areas and duplication dnd over- 
lapping of work responsibilities often result. Reorganization with related activities 
grouped under the same administrator would result in more efficient coordination 
and integration of these operations and could result in budgetary savings. Depart- 
mental organi2ational charts in these same areas indicate a need for reorganization 
within the departments. Too much responsibility is vested in the head of the 
department. Delegation of authority and division of work responsibilities would 
result in more efficient operations. 

There is a vagueness in the assignment of responsibility for maintaining a 
working relationship with the acadeiviic community. The Library staff has not 
generally assumed the initiative in faculty contact. Most contacts are made by the 
director of libraries. When a need presents itself there is a concerted effort on the 
part of the Library to deal with it. The Library administration is now encouraging 
staff members to become actively involved in University affairs and to serve on 
University wide committees. Until recently librarians have remained aloof from 
University involvement. For the Library to take its place as the very heart of the 
University, every librarian must assume his role as a member of the University 
faculty and become particularly interested in areas of curriculum development and 
planning. The Library can not operate in a vacuum. The addition to the staff of 
a person whose responsibility it is to assist faculty and students in library use 
can do much to create a library awareness throughout the University community. 

Until very recently, little has been done to develop or recognize staff spe- 
cialties. The Undergraduate Library is developing its staff into specialists in 
certain areas. Main Reference is recruiting staff with subject expertise, and 
branch librarians are developing into specialists in their respective areas of 
responsibility. Acquisitions and Cataloging Departments are especially aware 
of the need for language specialists. Little effort has been made to publicize 
existing staff specialists to faculty and library staff. To utilize these specialists 
to the fullest, they must be available to deal directly with faculty and students 
regardless or their library assignments. A staff member^s special expertise should 
be utilized throughout the Library organization. Present day work assignments 
and scheduling often make this impossible or unrealistic. Reorganisation should 
provide for ntaking the greatest use of staff specialized ktiowledge and skills, 

UTK Libraries operates on a consultative philosophy of management. Until 
recently decision making was done at the top and decisions were handed down. 
Through committee participation the Library staff (both academic and support) is 
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being given an opportunity to share in the decision making process. Staff in;?ut 
is invited throuj^h heads n^ootin^^s, committee meetings, individual contacts, 
suggestion box and written requests. Many of the staff need to be educated to 
the new method of management. Some caji't believe their input is really wanted. 
Lack of committee kjiow~how causes problems in committee participation even 
when charges arc clearly given. A well organized staff development program to 
educate the staff to participate in committee work would be valuable. Departments 
seem more hesitant to encourage staff input than does the Library administration^ 
Involvement of staff in decision making on the level with v»*hich they are most 
familar should be encouraged* 

The present organizational structure of UTK Libraries brings together under 
the same associate director most public service related activities* Technical 
service activities are not coordinated by one administrator. Acquisitions and 
Processing Departments report directly to the director of libraries while Binding 
and othpr t-pchnical service type activities fall under the administration of an 
associate director The director of libraries should be free from problems arising 
from day-to-day operations of individual departments, ilis attention could more 
profitably be spent on matters of library wide concern. The coordination of related 
technical activities under one administrator would result in closer working 
relationships between departments and less duplication of effort. Departmental 
organizational charts indicate a need for reorganisation and larger departments 
exhibit a rcluctancy to delegate authority. As the Library gets larger and the 
tasks more involved, this concentration of authority in one person does not appear 
to be the most efficient means of operation. 

QTK Libraries stresses service to users. Oj^jen stacks at Main Library rind 
branch libraries offer easy access to library resources. Branch libraries are 
located across the campus so that specialized subject collections are housed where 
disciplines are taught. Professional services are provided when a need is exhibited. 
Due to limited f imds and staff, professional services are offered on a limited 
basis when demand is least. Branch libraries arc n^anncd almost cntirel; by student 
help on weekends and at night. 

Library users are often confused by the branch libraries* The Scope Commit- 
tee is attempting to define the limits of various collections. The proposed new 
Science/Technology Library incorporating Science, Biology, and Engineering Libraries, 
should help by combining scientific resources in one collection and by eliminating 
costly duplication of n\aterials. The term Main Library itself is often misunderstood 
and is especially confusing when incorrectly referred to as the Graduate Library. 
Just what is special about Special Collections is perplexing to che casual library user. 

Adequate points of information and orientation are not always provided for the 
user- -especially at Main Library. One enters the iMcun Lil^rar)' on a level at which 
no service point is readily accessible. Little help is proviJeJ in the public card 
catalog area. New directional signs at Maiii and Undergraduate are an attempt to 
alleviate the problom. An inf orniation dcisk on first floor of Main Library would 
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providt? better c?ssistance. ttccauso of size, this is not so great a problem at 
branch libraries. 

The organizational structure of UTK Libraries provides for a reasonable span 
of control at the top administrative level. Having the director of libraries deal 
directly with the heads of Processing and Acquisitions Departments seems out of 
line. The two associate directors are each responsible for defined areas within 
the library's operations. Departmental organization evidences problems with span 
of control. Department heads and supervisors are often in these positions because 
of knowledge of the job to be done rather than because of special managerial 
training. They seem reluctant to relinquish authority. Departmental reorganization 
which provides for supervisory assistants who rnport to the department head should 
provide for more efficient operation. The provision of managerial training in 
staff development programs cotdd improve library organization. 

According to UTK Libraries organizational chart there are few defined break- 
downs past the department or branch library level. Only UGL, Law Library, 
and Acquisitions Department charts show defined sub-divisions within the units. 
Administrators in charge of depar^mcnts and branch libraries appear to have equal 
status while in reality there is a difference in responsibilities and duties. The 
monthly heads meeting is made up of all persons whose position appears on the 
organizational chart except for the supervisor of duplication. According to the 
library staff directory only the head of Processing has the title of department 
head. Most unit administrators have the title of librarian of that particular unit 
while three unit administrators are called supervisor. 

Only limited avenues exist for advancement and pursuit of non-administrative 
career goals. Day-to-day work pressures often prevent persons from pursuing 
acitivities that appeal to a creative librarian. Released time f cr writing, planning, 
consulting and advanced study is permitted but not always openly encouraged. 
To utilize staff potential to the fullest, recognition must be given to those with 
specialized skills or accomplishments. 

Recom mend ed Plan o f OrHani^aL ion 

After studying and evaluating the organizational structure of UTK Libraries, the 
Task Force on Organization proposes a reorganization which it feels will facilitate the 
meeting of library objectives, assure the building and maintaining of an outstanding 
collection and provide services vital to the University community. The proposed 
reorganization provides for three majororganizational ^;roups. Resources Group, 
Support Group, and Services Group. The success oF the proposed plan demands that 
these three groups work cJj.^soly _and cooperaJ^K^ Some changcis could be imple- 
ni exited immcdi:"^.tely while others would have to be put into effect gradually. 
(See attached charts). 
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It is recommended that the UTK Libraries continue to be organized under a 
single top administrator, the director of libraries. Because the Library is a vital 
and integral part o£ the University of Tennessee, the director of libraries must be 
involved in curriculum development and long range planning. He should be made 
a member of the Graduate Council and be actively involved in the development o£ the 
UTK Master Plan, A:9 the top Library administrator, he will provide professional 
leadership and executive direction to the University libraries. Increased number 
of staff, increased programs and services, the size of the operating budget and 
the size of the collection have augmented his responsibilities. He should be free 
from having individual departments or branch libraries report to him directly so 
he can devote his attention to matters of general library concern. 

In the proposed reorganization, the traditional divisions of activities between 
public and technical services is not rigidly followed. Activities are redistributed 
and expanded in concept* Perhaps the greatest change is the creation of a Resources 
Group, headed by an associate director. This group would be comprised primarily 
of professionally trained librarians who would be charged with the development, 
organization and utilization of all UTK Libraries resources. 

The Collection Development Division would have as its chief responsibility the 
development of a collection of materials necessary to support all instructional and 
research programs of the University. A selection policy would need to be formulated. 
For too long library collections have grown not through a planned process but rather 
through uncoordinated part time efforts. Much emphasis is placed on the number of 
volumes in a collection j but the matter of size is not necessarily an index to the 
degree of adequacy with which the collection meets the need of an institution. 

Systematic building of a library collection involves more than the acquiring of 
available resources. With the massive and rapidly increasing body of knowledge it 
is becoming impossible to meet the institution's needs without the aid of specialists. 
Selection as opposed to acquisition becomes the key to collection building. The 
collection must be continually examined and evaluated in relation to comprehensive- 
ness and ability to meet the University's needs. This division would be staffed by 
highly qualified librarians with subject specialties who would provide selection 
and collection building services. The work f^f the*?o librarians would by no means 
be confined to checking bibliographies. They would work closely with faculty who 
would be encouraged to continue their traditional participation in book selection. 
These contacts between faculty and librarians would do much to create a positive 
image of the Library, Close working relationships with branch librarians would 
be a must. Present staff can be developed along lines of subject specialities and an 
t^f fort be n\ade to recruit librarians with specialized interests. A quality collection 
to support expanding teaching and rcr^earch programs could be built through a 
systematic collection development program. 

Also included in this group would be activities concerned with original cataloging 
of library materials. By having collection development and original cataloging in 
the same group, subject expertise can be best utilized. The same subject specialist 
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who has docidod that the n^atcrial shouh^ be added to the collection can use this 
game knowledge to catalog or help catalog the materials. Duplication in 
seaxxhin^' and verifyijig can beeliniinaLed. This }3ibliographic Conti'ol (or 
Original Cataloging Division) should exorcise administrative control over 
cataloging activities in all areas of the library system. 

The Reference and Research staff would be made up of librarians who can 
provide in-depth reference service. They should be t^iven flexibility to perform 
without burden of rigid desk schedules and less complicated information requests. 
Their time would ba spent working with faculty and students on specific instruc- 
tional and research problems, compiling bibliographies, relating library resources 
to instructional programs and coordinating reference services in branch libraries. 
These reference librarians would work closely with those involved in development 
of the library collections. 

Throughout the study, the advisability of creating a library instruction 
program has emerged. This program could best be headed by a librarian with 
training in educational psychology and teaching methods. This person must be 
free to devote his time to developing an effective library instruction program 
for the entire library system. Although much instruction will be done with the 
undergraduate student, assistance must be provided for all students and faculty. 
Library instruction must be male a relevant experience and should aim at pro- 
viding students with library skills and bibliographic sophistication for life-long 
independent work. The person in charge of library instruction would take the 
initiative in contacting faculty and publicizing services the Library is prepared 
to offer. This librarian must be knowlcdgable of the entire Library set up and 
coordinate instruction in all <ireds. 

The Services Group would be responsible for providing day--to-day library 
services at Main Library and all branch libraries. Activities of this Group would 
be coordinated by an Associate Director. The prepared reorganization provides 
for a person in charge of Main Library operation. It endorses the already 
proposed Science/Technology Library which would incorporate the Biology, 
l^nL^ineor^niz and Science LihraricK, 

The Services Group staff would give direct assistance to the Library user. 
Included in their responsibilitios would be answering directional questions, 
explaining Library rules cUul regulations, a:isisiing in use of card catalog and 
other tools, answering ready rcfcrc»nce and referral questions, circulating 
library materials^ shelving and paging library materials, arul providing collection 
security. Tho staff invohwl would need t o he laiowK-d^^'tiblc cibout UTK library 
resources rUid bo able to direct pr^iLrons to the .services nr^c^lcj, Mciny of the 
activities of the Soivice Group could be carrietl out l^y well tr.ii)ied staff members 
who ai-c not professionally trained litirarians. Proferrsional leadership would bo 
needed for planning, v>vorr;ceing and VA'alualing ^evviee^. 
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The Administ rative Support Group would also bo headed by an Associate 
Director. This ^roup would provide support j^crvicos ucccj^sary for off icicnt 
operation of the Resources Group and tlie Services Group by providing business, 
analysis and record production services for all UTK Libraries. The Associate 
Director for Administrative Support would be responsible for coordinating the 
diverse activities of this group. 

The Records and Materials Processing Division should bo responsible for 
the actual acquisition and processing of library materials into the system and 
for producing bibliographic records including cataloging with available copy» 
The creation of a Bibliographic Searching Unit would do away with duplicated 
searching and verification procedures as is now carried out* An Acquisitions 
Unit would be responsible for the actual order and receipt of materials. The 
unit should be further divided into Monographic, Serials, and Non-print Materials 
sections responsible for inaintaining records necessary to this operation. The 
Processing Unit would be concerned with cataloging for which copy is available, 
adding of continuations, production of catalog cards, catalog maintenance and 
actual preparation of materials for distribution to service units. As the 
Southeastern regional cataloging data base dcvclopSj lesf; effort will bo 
expended locally on cataloging and producing catalog cards. 

Persons responsible for essential business related activities would report 
directly to the Associate Director for Support. Included under his supervision 
v^ould be Financial Services Division, Personnel Division, Library Development 
Division, Systems Analysis Division, Prcccrvation, Bii\diug and Duplication 
Division and Facilities Maintenance and Supplies Division, Many of these 
auxiliary service divisions will be staffed by professionally trained persons 
who are not librarians. The fact that they arc professionals within their 
fields must be taken into consideration in their appointment and status on the 
staff. 

The Financial Services Division would be involved in budget matters and 
would be responsible for maintaining accou7^ls and producing financial records. 
The Personnel Division would be responsible for producing and maintaining 
personnel records for staff members and for providing a planned staff orien-- 
tat ion program. A Library Dcvelopnient Division would promote the Library as 
an intellectual and cvdtural force in the eo.rmivinity. To be effective, the 
individual directing this work should actively cultivate all methods for promoti;\c^ 
this image of the Library with the goal of attr'^r'ting the support of influential 
individuals and organizat ions. The Syblemo /Vnalysis Division would continue to 
be in charge of applying automated technology to UTK labraries but would bo 
expanded to include study of special UTK Library probliMVis. The name Facilities 
Maintenance and Supplies Division I'^ettcr describes the division functions than 
doo$ the present name, Auxiliary Servu:es, This division would continue to b^' 
responsible for maintenance of equipment and physical facilities of all libraries 
and in so doing would have to work closely with UTK Physical Plant, It would also 
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continue to ordcr^ ntaintain, and distribute supplies necessary for library 
operations. Throughout the investig'^tion the lack of coordination of technical 
services has been pointed out. As presently carried out, binding is part of 
technical services. The concept of binding is being expanded, however. It is 
becoming more a collection preservation process, and with this in mind, it is 
recommended that the name be changed to Binding, Preservation and Duplica- 
tion Division with these expanded responsibilities and be included under super- 
vision of the Associate Director for Support, 

UTK Libraries top mnnagement team would he made up of the director of 
libraries and the three associate directors. Their concern should be for over- 
all operation and problems of all UTK Libraries. The present weekly meetings 
of the top administrators should be continued. 

The appointment of committees composed of library faculty and staff is 
a highly effective method of staff involvement in administrative decision making. 
To become even more effective, it is recommended that the need for appointing 
any committee be sufficiently discussed in heads meeting so that the subsequent 
charge to that committee n\ay be clearly defined and understood. If committees 
are given a specific charge, a recommended course of action will be presented to 
the heads meeting for discussion. When committee recommendations are approved, 
implementation should be through the appropriate office or department. If this 
is done, there does not appear to ho a need for standing committees. 

It is believed that this plan of reorganisation would result in closer working 
relationships and more efficient library operations for the UTK Libraries. 



ERIC 



59 



R ecom m enda t ion s 

1. Gt-eater involvement of the UTK Library Administration in overall UTK 
planning process. 

2. Library development should be planned rather than ge^^rcd to meeting 
emergency type demands. 

3. Creation of a "library instruction" department, free from on-line 
problems and administrative detail^ to actively work with faculty and 
students. 

4. Effort should continue to discourage independent reading collections and 
departmental libraries and steps taken to incorporate existing ones into 
UTK Libraries whenever practicable. 

5. R-sorganize structure of technical services and auxiliary servies, (See 
proposed organizational chart. ) 

6. Define and clarify roles of various units so as to eliminate areas of over- 
lapping responsibilities. 

7. Encourage librarians to initiate faculty contacts. 

8. Create a library instruction department to actively initiate contacts with 
faculty and publicize library services. 

9. Clearly define and identify status and role of subject specialist on the 
library staff. 

10. Through staff development program "educate" staff to committee work. 

11. Establish and communicate charges, timetables, guidelines^ goals, etc., 
for committees. 

12. Technical activities of the UTK Libraries should be supervised and coordinated 
under the bdn\e dHsociate director. 

13. Organization of individual departments should he studied so that they may be 
organized in the most efficient way. 

14. An orientation program should be developed for entire UTK Libraries system. 

15. A library instruction department should be established. 



Names of library units should be examined and defined so that their meaning 
is clear and understandable. 
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17. Adequate orientation and inCormatton points should bo set up particularly 
at Main Library. 

18. Continue efforts to develop leadership qualities in staff through staff 
development programs. 

19. New organizational groupings with clearly defined leadership for each area 
of organization, (See proposed organizational chart, ) 

20. A managerial training program should become part of staff development 
program, 

2h Administrators and department heads should analyze their operation and 
determine extent to which they are reasonably able to delegate authority. 

22, Methods of internal communication should be evaluated. 

23, Staff should be educated to participate in dccision-making process. 

24, Adoption of proposed organizational structure, 

55. Establish similar titles for administrators with similar duties. 

26. Arrange and designate units to convey appropriate status and dimension 
of responsibility. 

27. Encourage active involvement with academic community to keep abreast 
of needs. 

28. Openly encourage more released time for pursing activities (i, e. research, 
writing, consulting) which could result in special competence, 

29. Establish a weU-piamied sta££ development program. 

30. Give recognition to those who make achievements in particular fields. 
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STUDY ti:am ri: action to Tiin organj;^ation task force report 



The PhcKso V Task Forces c^ncotnitered areas for review and analysis which 
arc difficult to objectively review and analyze because of their relationships to 
the library^s human resources. A person^s feelings, aspirations, and relation- 
ship to organization are at stake and subjectivity is difficult to avoid. Keeping 
this in iwind, the study team review of the Organi/.ation Task Force wishes to 
endorse the task force findings generally and seeks to elaborate on the recom- 
mended t\ow organization. 

The DTK Library is currently organized along tiv'^ditional functional lines. 
There are three major division: (1) Public Services, (2) Technical Services, and 
(3) Administrative Services, Within each of these divisions exist major depart- 
ments which are organized to address general Iradit'^ional functions prevalent in 
a research library. 

The task force has taken steps in its proposal which advance this trend 
away from tradition considerably. If one defines ''function" as to mean the 
general output areas of the library organization (reference, acquisition, cata- 
loging, etc. ), then it seems possible to carry definitions a step down the 
hierarchy to "activity. Within each "function" it is possible to identify a 
series of ''activities" necessary to achieve output for the function. Many of the 
same "activities" are currently being UupHcated throughout Ihe organization. 
They range from high-level professional "activities" to clerical "activities." 
In practically all cases, an administrator (frequently an experienced, well- 
trained professional) is responsible for monitoring this range of activities. 
In other cases, professionals are responsible (to one degree, or another) for 
the actual accomplishment of professional to clerical "activities," In others, 
non-professionals have the same breadth of responsibilities. 

The implied recommendation of the task force and the explicit recommend- 
ation of the study team calls for a reorganization of the library along "activity" 
guidelines. The example of this type of organization provided by the task force 
is a good attempt at this process. It seems to make a great deal of sense to 
reorganize by "activity" because of the excessive duplication of activities 
throughout the library. This type of organization would appear to Cxce adminis- 
trators, heads, supervisors, and staff to cone • nt rate on activities which relate 
more directly to their 'fkills while alkwin^^ for arcater depth in their endca\'ors. 
Hopefully, this type of organization would allow for an expanded professional or 
vocational experience for all levels oC staff and not siniply rosidt in a more concise 
identification and assi^mmcnt of activities , e.g., professional acquisition 
librarians woulj bt/ more tieeply and proJucLu'cl)' nn\il\'t cl in the' selection process, 
collection development, faculty liaison, clt\ 
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The Study Team proposes that the library administration adopt this 
proposal utilizing the task force reorganization chart as an excellent example. 
It will be necessary for a subsequent study to confirm the identified functions 
and activities. Much of this information has been provided by the task force 
and will not require a great deal of time, As the task force indicates » anxieties 
are already developing on the part of the staff and must be allayed by prompt 
action. 

In addition, the Study Team advocates fomial organizational development 
below the department level to sections and units. The task force quickly 
discovered problems throughout the library where sub-departmental organization 
was non-existent. Basically, the problems were (1) departments exist with 20 to 
30 people reporting to one (it is hard to imagine an individual effectively control- 
ling a variety of functions with no supervisory assistance) and (2) communications 
(both horizontal and vertical) suffer greatly. Staff appear to have little oppor- 
tunity or desire to interact with their head in this sort of situation. This can, 
and has (according to the Organization and Supervision & Leadership Task Forces) 
reduced morale to significantly low levels. 
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ORG ANIZATIONAL CHARTS 
SHOWING 
P R OP OSK D R E: or G A N 1 Z AT I ON 



UTK LIBRARn:S 



r. 3 



The Task Force on Organip^alion met for many hours and drew up several 
possibilities for reorganizalion of UTK Libraries before deciding on the final 
proposal. The attached charts illustrate their Proposed Plan of Reorganization 
for UTK Libraries. 
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SUPERVISION AND LEADERSIUP TASK FORCE REPORT 



The terms used in the Management Review and Analysis Program Manual 
were vague and ill-defined, For the purposes this study the Task Force on 
Su^iervision and Leadership has defined them as follows: Top Management and 
Senior Administrators — The Director and Associate Directors; Administrators — 
Department Heads: Middle Level Supervisors Supervisors below the department 
head IrJveL 

Leadership is the effective management and motivation of human resources 
toward the acccmplishment of a goal. Supervision is direction, coordination, 
inspection and critical evaluation of the activities of subordinates. 

UTK Library management seems to endorse a consultative style of 
management. The director's office appears to make a major effort to keep 
statt informed through j^roHfic use of memoranda, reports, and the Library 
News Notes. Staff members are encouraged to present their reactions, problems, 
and suggestions either directly or through suggestion boxes. When possible the 
director holds periodic meetings with small groups of staff members in his 
office. The Library^s major orders of business are brought monthly before a 
meeting of library heads, who are then instructed to report on the meeting 
directly to their staff within three days. 

On a day to day basis the director and associate directors are responsible 
for the quality of supervision and leadership in their respective areas. However, 
those under them do not always understand their task as supervisor and the role 
as leader. In the absence of a codification of policy and procedure, department 
heads must often go to their administrator for advice, Also, since departments 
of similar concern sometimes report to different administrators, there is some 
inconsistency in administration. 

In those large departments where supervisors below department head level 
are specifically assigned an area of responsibility, their role as supervisor is 
generally understood, However, there is seldom an attitude of leadership at 
this level and the supervisor generally sees his role as getting the job done and 
mediating the conflicts between employees and the organization. There are 
still some la.^ge.departmaits in which all employees report directly to the head. 
This situation discoumgc^s staff from approaching the head with their problems, 
monopolizes the heads valuable time with n\inor personnel tasks, and leaves 
senior professionals in the dark about their responsibilitfes during the head's 
absence. According to W. C. H. Prentice '*an ideal organization should have 
workers at every level reporting to someone whose dominion is small enough to 
enable him to ki\ov/ as liun\an bijin^^s those who report to hin^."^ 

rprentice, H. , ^'Understanding Leadership/' Harvard Business 

Review, September - October, 1961, 



ERIC 



72 



73 



Therefore, the task force recommends: 

U That large departments be subdivided into smaller leader- 
ship units and that middle-level supervisors be specifically 
assigned, 

2, That the supervisory and leadership duties of supervisors 
at all levels be specifically defined in their job descriptions. 

3, That Library Administration consider the possibility of 
reorganizing so that all departments or branches of similar 
interest or make-up report to the same administrator and 
that these heads function as a council whose similar 
interests and problems could help them develop better, more 
consistent supervisory policies and stronger leadership skills. 

4, That the promised codification of policies and procedures, 
including those concerned with personnel and supervision be 
continuously updated and that responsibility for this main- 
tainance be specifically assigned to an appropriate library 
officer. 

New supervisors at the department head level arc more likely to be recruited 
outside the library system than to be promoted from within the ranks. Middle 
level supervisors are often drawn from present staff. Although interviewees 
agreed that the candidates chosen were usually quite capable, they generally 
felt that greater encouragement should be given to present staff to apply for 
supervisory openings before a recruitment program outside the system was 
begun. The prospect of eventual promotion would provide greater incentive 
to present professional staff and, if an appropriate candidate were available 
from williir. l!\e system, administration might realize a savings in recruiting 
funds. 

All UTK Library departments have capable leadership, though few arc headed 
by persons with specific training or subject specialization in their departments. 
New department heads recruited straight from Library School sometimes lack 
library supervisory and leadership experience and expertise and tl\erc is no 
management training program to develop these skills in them or in long term 
supervisors. 

The task force recommends: 

5, That Library Administratioii encourage present staff to 
apply for supervisory openings before recruiting outside 
applicants and, since their background, ability and experi- 
ence are a matter of record at UTK they should not be 
asked for five outside references, 
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6. That Administration and Personnel develop a formalized 
management training program as soon as possible both 
t'or present supervisory staff and now svipervisors and, 
that this program be designed to develop such skills as 
proper commvuucation> human relations, human resource 
management and motivation as well as supervisory pro-- 
cedures and proper personnel evaluation, 

Responsibility for decision-moking rests, to a large extent, on top 
administration. Department heads solicit their advise on most matters and 
act as an advisory council in heads meetings. However, information for decision 
making at this level is not always adequate or accurate, Subordinate staff 
members ax'e only occasionally involved in decisions relating to their work and 
feel that those responsible for making decisions are not always aware of problems 
at the operating level. 

Decision making follows a pattern of group participation during heads 
meetings. However, there appears to be some dissatisfaction with the size and 
effectiveness of this group. 

The task force recommends: 

7. That Public Services heads and Technical Services heads 
meet with their respective administrators on occasion 
to discuss matters of mutual interest to them which 
need not be deliberated at a meeting of all heads. 

8. That efforts should be made to provide more accurate 
information to decision-makers. Whenever a new task or 
a significant change in procedure is being considered, 
staff who are involved should be consulted. 

9. That studies be made to provide more complete data on 
the procedures and the use of staff time and that these 
statistics be utilized whenever possible in decision- 
making. 

Working relationships at UTK Libraries are in general, productive. The 
response on the Likert Profile indicates that the staff feels there is a large 
measure of mutual confidence and trust between subordinates, administrators 
and senior professionals. Superiors display supportive behavior quite generally. 
Even in this conducive atmosphere, however, subordinates do not always feel 
free to discuss matters related to their work with their supervisors. They can 
find relief in these situations through the cn^ployee grievance committee, but 
only if it involves a clear inlxMction of University policy. 
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The task force recommends; 

10. That an eCtort bo madu to improve the communicative 
skills of supervisors. Perhaps this could be emphasized 
in one session of a larger management training program. 
This session could also cover the attitudes and supportive 
behavior which would encourage upward communication 
from employees. 

The most needed and highly developed skills available in the library are not 
always used effectively. In some departments, library faculty spend a large 
measure of their time with clerical tasks while, in branch libraries^ support 
staff are often asked to perform high level reference and bibliographic work. 

The labor pool tliat is available around a large university has yielded UTK 
Libraries a clerical and support staff that is in general, overqualif ied, Few 
of the specialized skills available hero have been tapped, except, perhaps, in 
the case of language specialities utilized by Acquisitions and Processing, Those 
who provide these services are not given corresponding rccogiution. 

The task force recommends: 

11. That staffing patterns should be altered so that the 
ability of those hired more closely matches the 
requirements of the job. 

12. That those providing specialized skills be given appro- 
priate status and compensation. 

The focus of supervisory energies at UTK is on completing library 
activities and achieving library goals. This, of course, cannot be accomplished 
without motivating and satisfying staff to a certain extent. However, staff 
growth and development is not considered the responsibility of individual super- 
visors, Those interviewed and the task force agree that providing opportunities for 
staff growth should be the responsibility of the organisation as a whole with the 
cooperation of supervisors, 

Supervision in UTK Libraries has failed to develop effective motivational 
forces. Recent Library budgets and federal and state wage guidelines have damaged 
the effectiveness of real or potential economic rewards. Yet other underlying 
motives, such as the desire for status, achieve: .lent , advancement or new experiences 
have not been tapped. Consequently, staff response on the Likert indicated that 
their attitudes are often hostile and counter to the organization's goals, that their 
motives are often in conflict and that rank and file feel little responsibility for 
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the organization's goals, Their conflict is evidenced by the fact that the majority 
of staff members expressed some measure of hostility toward the organization 
and its goals, yet they were satisfied with being a member of that organization 
and with their achievement in it. Attitudes toward other members of the organ- 
ization were generally favorable and cooperative. 

The task force recommends: 

13. That administration emphasize to staff the Library's purpose 
as a public sv?rvice institution and point out the importance of 
each staff member's role, however small, in fullf illing that 
purpose, 

14. That the Staff Association be encouraged to develop into a 
stronger body with more diverse interests that could possible 
serve as a vehicle for staff participation in determining 
objectives, goals and compensation plans. 

15. That a development program be established that will, to some 
extent, tap motives other than economic rewards by providing 
avenues for staff growth and by involving staff more deeply 
in the organization. 
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STUDY TEAM REACTION TO 
THE SUPERVISION AND LEADERSHIP TASK FORCE 



The study team's overall reaction to the findings of the Task Force for 
Supervision and Leadership is one of endorsement^ Several of the points raised 
by the task force arc focused upon below. 

The task force findings indicate that several of the library's departments 
lack formal organization below the heads level. In most cases this situation 
reduces the opportunity for interaction between supervisor and supervised. Staff 
feel they don^t have the opportunity to communicate job-related problems to their 
immediate supervisor as frequently as necessary because that immediate supervisor 
is a department head with supervisory responsibilities (as opposed to the headship 
role) for the entire department. Decisions may be delayed (which frustrates 
employees), employees may lose sight of their role within the organization, and 
heads find it necessary to wear several supervisory caps. The latter can result 
in the head no longer performing the overall role of coordinator of the department's 
activities. All of these potential problems can and do exist to varying extents in 
the library's departments. The study team strongly recommends that all depart- 
mental organizations be reviewed with an eye to Corn\al organization below heads 
levels. 

The task force report indicates that where supervisory levels exist, the 
supervisor's emphasis is upon the activities and tasks facing that unit* Little 
consideration appears to be given to positive '^tcps to achieve employee satisfaction 
while "getting the job done. " The results of the Likert survey indicate supervisors 
do little in the way of attempting to motivate staff by exercising a strong ^'leader- 
ship" role. Because of this, the study team recommends that leadership training 
courses be made mandatory for all supervisors in the library system. Further, that 
library heads be asked to attend the same courses in order to assure the same type 
of orientation to these issues throughout the chain of command. 

Another issue to be found in the task force report is the staff concern for 
the library^s apparent emphasis on securing outside candidates for all professional 
positions, particularly supervisory positions. Many staff arc apparently 
discouraged from making themselves candidates for supervisory positions because 
the library administration requires five outside references for consideration and 
seems to announce vacancies to the staff after seeking outside candidates. 

The study team reaction is that the library should attempt to secure the best 
candidates possible by encouraging current staff to apply for vacancies, but should 
not stop seeking outside candidates. Library administration could reduce staff 
concern by eliininating or reducing the number of references requir^^l from inside 
candidates and by specifying requirements for the position to the staff. / dditionally, 
library staff should be apprised of vacancies as soon as possible. A formal state- 
ment on the library's recruiting policy and procedures would also help clarify the 
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Decision making if* roported by tho task force to be a major concern to staff » 
A prevalent feeling is that decision making] is made at inappropriately high levels 
without the benefit of input from the elements of tli^ staff responsible for 
implementation of the decision. The reported result is that the decision made 
f requently is not the most workable solution and those responsible for imple- 
mentation feel the problen^ could have been avoided by their consultation. The 
ill will created by such a situation is easy to imagine and is manifested in the 
Likert survey. 

Increased formal organization below the head's level and supervisory training 
ought to alleviate the problem to a certain extent. Staff input levels will be 
increased by this action and consistent vnth the library administration's 
consultative management style information ought to be sought from all levels for 
input to the decision making process in order to assure workability and commitment 
to the plan of action, 

Earlier in this study the study team recommended a process to the library 
administration for the recognition and establishment of more specific library 
objectives and performance goals. Generally, it called for greater opportunity 
for staff input towards the establishment of objectives and goals. The reasons 
for this recommendation were threefold: (l) to arrive at more meaningful 
objectives and goals througli greater exposure, (2) to obtain greater staff commit- 
ment to these organiza'rional endeavors, and (3) to more closely relate organizational 
objectives and goals to those of individu<\l staff. The task force findings through 
the Likert survey point out a great need for this process. 65,5% of the staff 
indicated their attitudes, to some extent, were '^hostile and counter to organization's 
goals. Of these, 26. 7% felt that this was usually the case. ^' This finding is a 
compelling enough reason for more precise definition of the library organization in 
order to provide staff input for decision making on the organization's purpose, 
objectives, and goals. The organization's motives must be more closely related 
to those of individual staff. They must be able to feel they can affect these 
motivations and relate to them. If: this can be accomplished the study team feels 
the frustrations evidencnd can be significantly reduced and a more effective 
organization will be the end result. 
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STAFF DEVELOPMENT TASK FORCE REPORT 



Present University Staff Development Activities 

In various areas of this study investigated earlier, viz. , planning, organi^iation, 
management, etc, , the result generally has been to report a lack of formal programs, 
but evidence of informal organization. So, too, with staff development. 

While there is no formal program of staff development for the UTK non- 
academic sta/if or the UTK library staff, there are benefits available to the general 
university staff, of which the library staff is a part and, in addition, benefits 
made possible by the library to its staff members. At the same time there is a 
recognition of the need for such a program in the University Personnel Office and 
the library director's office, each of these directors having voiced his philosophy 
and plans for implementing a staff development program. 

On a university-wide basis the most appealing offering in the form of a fringe 
benefit is the availability of academic courses with a waiver of fees to all supporting 
staff and professional staff with the rank of instructor, or its equivalent, who arc 
taking the course for graduate creditor as a prerequisite for graduate credit. Since 
many library staff members are still working for undergraduate degrees, this waiver 
of fees does not apply unless the course is related to the work being performed 
by the staff member and his application for the course has been approved by his 
supervisor, a library administrative officer and the university personnel officer, 

Extension and non-cr^Jpourses offered by the Evening School are handled as 
are regular academic conrJm^iud auditing is usually at the discretion of the instructor. 
Time away from the libratynn order to take a course for credit or audit must bo 
arranged with the supervisor, as well as with an administrative officer. 

Another, and perhaps more recent innovation for the university, is the 
prevalence of training courses in specialized information and techniques, i.e. , 
computers, which are available without cost to faculty and staff needing expertise 
in these subject areas. Concurrently, and for a longer period of time, the university 
has been the initiator of conferences, institutes and short courses which have local, 
state, regional, national and international implications and attract attendance from 
these geographic areas. 

Enrolln\ent without cost in these events for univer.sity personnel may depend 
on several factors: specialty requirements; sponsoring agent , who nia;^ supply 
necessary funds (federal grants) or require fees (academic department); and nature 
of conference, such as East Tertnessee Education Association which has an open- 
door policy. 
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Within tho University Perbonnel Office, which serves as agent for dissemi- 
nating all policies and procedures concerning luiiversity personnel, there exist 
formal statements under which university offices and pcrsormel operate: (1) 
recruitment and job placement, (2) an orientation progi-am, (3) affirmative action 
plan for recruitment and appointment of minority groups, and (4) a gi'ievance 
procedures program for non-academic staff, 

Plans for enlargement of activities in this office include: (1) broadening 
the scope of recruitment activities > (2) inclusion of follow-up meetings in the 
orientation program, (3) training programs for underskilled applicants and for 
supervisors charged with completing personnel evaluation forms, and (4) an 
employee training and development program. Funds for this program are included 
in the 1973/74 budget request, 

In the absence of a fom^ally planned and fully implemented university-wide 
staff development program, the task force recommends: 

1, That a staff development program be formulated and publicized, 
the program to reflect the opportunities within the university at 
all levels of academic and supporting staff, 

2, That consideration be given to the equalization of benefits at all 
levels of staff with particular attention to the waiver of fees for 
undergraduate courses and requests for leave, these and other 
benefits to be available to supporting staff employed by the university 
for more than six months and at the discretion of the supervisory and 
administrative officers. 

Library Staff Development Act ivities 

The library, like the university, is without a formal staff development pro- 
gram, but is aware of components of such a program which exist within these two 
areas. The benefits within the university which are available to library staff are 
mentioned above> those within the library which exist for staff at all levels are: 
(1) an orientation program for beginning staff, (2) the publicizing of position 
vacancies as they occur, (3) encouragcn^ent to staff for enrollment in academic 
courses, (4) invitations to prominent outside librarians with specialities or 
particular interests to visit and participate in informal sessions with staff, (5) 
an annual lecture by an eminent librarian, this lecture publicized througli various 
media and individual invitation to local and national library and academic circles, 
and (6) use of ad hoc committees for studying problems within the system, This 
experience serves to acquaint staff with overall libnirj' problems and to acquaint 
adniinistrrative officers with special abilities of staff members, 
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For all staff who do not attend heads* meetings there are weekly small 
group sessions with the Director. For the academic staCf there is opprrtimity 
for participation in local, regional and national associations, workshops, seminars, 
etc. , the library paying travel expenses on an allocated basis and giving prefer- 
ence to those who hold office or Have committee assignments v;ithin the organization. 

Several factors of recent occurrence call attention to the importance of and 
stress the need for a library staff development program: (1) the appointment of a 
staff member trained in personnel office procedures and (2) the reorganization of 
the Library Staff Association from a loosely formed group into one made up of 
various committees with specific purposes and duties. 

The library administration, being aware of the expressed desire of staff for 
a more formalized program, has responded to this need by recognizing several 
areas of particular importance: (1) an in-service training program for academic, 
clerical and supporting staff, (2) no-cost university courses for non-degree persons, 
and (3) an increased travel budget with revised criteria by which it is expended. 

In considering the problems which affect all categories of staff, the task 
force makes the following recommendations: 

1. That the library administration consider encouraging staff to 
present in writing to their supervisors thoir yearly plans for 
intellectual and professional development. 

2. That the library personnel office prepare a document listing 
and describing the opportunities for staff development which 
now exist within the university and the library. 

3. That, within the context of overall library plans and in keeping 
with priorities of all library programs, the library administration 
give consideration to the design and implementation of a staff 
development program which will reflect the needs of all staff 

and will be in accord with university personnel plans and policies. 

While the task force is in general agreement with all criteria as s t forth 
in the analytical tables and other suggestions noted in the narrative statement of 
the chapter on Staff Development, it assumes that these criteria apply to the ideal 
or the hypothetical library. To state that the UTK Library should accept all 
criteria literally would be a mistake. Rather, we prefer to test the criteria 
against the conditions which prevail in the present and unfolding] state of the 
library; to adopt those which we recognize to be of benefit; to adapt others which 
with slight modification, will enhance our programs; and to discard those which 
will only be a hindrance to the progress we hope to make in this area. 
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Specif ic Rcc o m m cmiloi: L^lli? 



1. That the University Persoimel Office be requested to develop a staff training 
and staff development program for all levels of University staff tliat may 
benefit from such programs. 

2, That in the University program, consideration be given to the equalization of 
benefits for staff employed by the University for more than six months, with 
particular attention to such items as: (a) waiver of fees for courses taken for 
undergraduate credit and (b) granting of leave, 

3» That manpower plans be a consideration as staff development plans evolve, 

4, That all plans, even though highly specilaized, of individual library staff 
members be given dvie consideration and resolved in the best interests of the 
individual and the library, 

5, That the person or office charged with developing a staff development program 
be aware of: (a) the needs of all categories of entire staff and (b) the needs of 
all units within the library organization. 

6, That this program, reflecting the needs of individuals and units, include plans 
judged to be most feasible for application within this library. 

7, That this program be reviewed and altered as needed. 

8» That this program relate to University-wide personnel policies and practices 

and be altered in keeping with possible suggestions for changes or improvements. 

9, That high priority be given by library administration to the design and imple- 
mentation of a staff development program. 

10, That the drawing up of this program be the responsibility of the library personnel 
officer and that it be subject to review by top library administration and University 
personneU 

11, That the formal structure of the group working on this program be at the dis- 
cretion of top library adn\inistration. 

a. That the group be representative of staff at all levels. 

b, That alLstaff members be encouraged to offer sug^^eslions as plans progress. 

12, That the University Personnel Office be consuUed in <m tidvisory capacity as 
plans develop. * 
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13. Thai [ho library ddminislri^t ion oncoiirago staff lo prepare, on an annual 
basis, iiuliviciual plans for inlcUoclual ami profoysional development. 

14. That these plans be presented to and discvisscd with the supervisor and forwarded 
to appropriate administrative officers. 

15. That staff be made aware of all opportunities and any limitations in this area 
before preparing individual plans. 

16. That any necessary interaction between individual development and departmental 
objectives be known to all staff members. ^, 

17. That existing opportimitios, i. c, , courses for audit or credit^ serainars, 
speciali/.ed training courses, be publicised. 

18. That programs within the library systems of interest to academic and non- 
academic staff be explored and implemented, 

19. That various means of recognition be devised for participation in these career 
opportimities. 

20. That the library cx-plorc the possibility of salary increases throughout the year 
to correspond with professional advancement, 

21. That'provision be made for up-dating individual personnel files as achievements 
in training, education and recognition arc realized, 

22. That consideration be given to engaging areas of the library in the training of 
interested personnel for advancement within the system, 

a. That these opportunities be available to all staff at various levels within 
the librar>' units, 

b. That these opportvmitics exist between, as well as within, departments. 

23. That the library administration give serious consideration to the expressed 
needs of staff for such a program and to the necessary facilities of space, 
tinie, staff and funds for accomplishing such a program. 





STUDY TEAM REACTION TO 
THE STAFF DEVELOPMENT TASK FORCE REPORT 



Based on documentation from the Likort survey and interviews, the 
Study Team perceived staff dcvelopirient as an area requiring a high priority, 
The task force recommendation that the UTK Library pursue staff develop- 
ment within the framework of the UTK Personnel Office (charged with the 
campus-wide non-academic personnel function, staff development included) 
is a reasonable postui-e, The Study Team feels that the Library administration 
can and should initiate its own staff development program and must not 
necessarily rely upon the UTK Personnel Office to take the initiative for two 
basic reasons. 

First, the need for staff development programs exists for both the 
academic and non-academic ranks of the Library. The UTK Personnel Office 
charge is restricted to the non-academic ranks and docs not pertain to staff 
holding professional rank. No staff development program created by the UTK 
Personnel Office would hold a direct professional interest for the UTK Library 
faculty. Because of this, the Study Team strongly recommends that the 
Library administration assume the responsibility for creating and maintaining 
an active professional staff development program.'* 

Second, because the UTK Personnel Office is charged with non-academic 
personnel responsibilities for the entire campus, it is reasonable to believe 
that any staff development program it attempts to create and implement will 
require prolonged efforts because it must meet the general and diverse needs 
of the campus. To say that it must meet the general needs of the entire 
campus does not mean to imply that the Study Team feels specific needs of 
organizations will be overlooked. It does imply, however, that it may take an 
inordinate amount of time to coordinate efforts to accommodate the unique 
requirements of the UTK Library and non-academic staff. 

In light of the urgent need bf the UTK Library academic staff and the 
apparent delay in the Personnel Office providing the specific types of program 
required by the Library system,, the Study Team suggests an alternative. It 
does not appear inconsistent for the Library administration to pursue the 
creation of a staff development program that would benefit the non-academic 



*As of this writing, a lihrai7^<}taf C committee i4 investigating ,tha need frfii 
inservice senunars for all elei^cnts of the library'scaf f . Tins isia iliudatorl i-' 
step m the rjght direction. ' / 
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library staff as woU as the academic staff. As long ns the library staff 
development pro^ran\ does not run coujiter to the pviramelers established 
for the UTK Personnel Office, the Study Team feels the Library administra- 
tion would retain its prerogatives* 

Specifically^ the Study Team recommends that the function of staff 
development be ?ssigned to the office of the Library Administrative Assistant 
for Personnel. The first charge to the Administrative Assistant should be to 
identify all exist ii\g vehicles for staff development (as recommended by the 
task force) and publicize these opportunities regularly. The next step recom- 
mended is that the Administrative Assistant chair two committees whose charge 
should be to investigate academic and non-acadcnuc (respectively and separately) 
aspirations for staff development. Their basic purpose should be to discuss, 
decide upon and recomxt\end to the UTK Library administration specific programs 
for staff d»^velopmcnt. They should beadvisory bodies and provide for a means 
of staff input. 

The Administrative Assistant's position should be one of coordination of 
staff and library requirements within the framework oC the UTK Personnel 
Policies and Procedures Statements. Beyond this, this officer should be 
responsible for the implementation and monitoring of staff development programs 
through the advice of the two committees recommended above. 

Throughout the task force and Study Team efforts, specific programs were 
discussed and merit mention. Among them, the task force specifically endorsed 
individvial programs for personal development as developed by individual staff 
members. The Study Team feels that this program hns merit, but should not be 
the sole vehicle for staff development. It sltould occur simultaneously with 
library- implemented programs. 

The Study Team felt that this concept could be carried a step further by 
recommending that the Library administration bo prepared to meet an individual's 
commitment to research and development by providing released time for an 
clement of the pcrson^s research ef £ort where deemed necessary and appropriate. 
The Study Team recognises that there may be a UTK regulation disallowing 
released time with pay for these purposes, but points out that a twelve-month 
faculty appointment does not provide the opportunity for research and professional 
development that is inherent in a nine-month faculty teaching appointment. 
Library faculty face much the same criteria for peer and administrative review in 
their professional ende<ivors, hut are srvorely handicapped in the amount of time 
available for professional c -:prc^siou md tlcvclopnicnt. These arguments should be 
formally conveyed, if necessary, to Th^- Univorsily of Tunmssec administi*ation. 



CHAPTER VI 



PERSONNEL TASK FORCE REPORT 



Description o€ Present Situation 

The Task Force on Personnel began its review by looking first at the 
UTK Personnel Office, which is responsible for filling all non-academic 
positions for the university and for formulating and administering policy 
relating to non-academic personnel. This office issues the UTK Personne l 
Policies and Procedures Statements . During the course of the investigation 
the office distributed the Personnel Policy Manual , containing all current 
personnel policies in a loose-leaf form which can be easily revised. This 
office is presently engaged in several programs designed to give the employees 
a more equitable wage, insure proper use of their skills and improve employee 
morale. 

The UTK Library has an Administrative Assistant in Charge of Personnel 
who as one of his responsibilities, coordinates applicants with clerical and 
supporting position openings within the library. He reports to the Associate 
Director of Libraries for Administrative Services. The Director of Libraries 
is responsible for recruiting, interviewing and hiring for professional positions. 

As a means of gathering information the task force conducted interviews 
with Edward K. Bennett, Director of UTK Personnel, and Richard W. Boss, 
Director of Libraries. Barry R. Bartlett, Administrative Assistant in Charge 
of Personnel, was a member of the task force and was not interviewed. 
Mr. Bennett and three members of his staff ilerbert C. Bradshaw, Joseph A. 
Robustelli, and Jesse U. Overall mot with the entire task force to describe the 
present UTK personnel situation and explain programs the Personnel Office is 
currently engaged in or planning. In a similar interview with Mr. Boss, he 
discussed recruiting trips, profile of applicants he is seeking, salary determin- 
ation, hiring and long-range manpower planning. 

To gather personnel information concerning the UTK Library staff situation, 
the task force used the Columbia Study questionnaire modified so as to be 
applicable to both academic and non-academic staff. Response to the question- 
naire was very good. (Above 90%). Results of the questionnaire reflect staff 
activities, training, satisfaction in present job, tasks performed and future job 
preferences. Completed questionnaires have been placed in each staff member's 
personnel folder and could be very helpful in planning for staff development and 
in considering transfers and/ar promotions. i 
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Analysis and Evaluation o£ Pi' e s en t Persotmgl Siluabion 

Principles anJ criteria in the analytical tables ij^ thu ARL manual were 
applied to the UTK Library personnel situation. The task force used inform- 
ation from the IJTK Porsonnol Policies & Procedures St atement s, the two 
interviews, the staff questionnaires, readings and personal experiences to 
help analyze and evaluate the present UTK personnel fTituation. 

The UTK Library personnel program has been ba^ed on a statement of 
objectives that reflects the overall library program. The personnel program has 
been reflected in the UTK Library statement of ongoing program objectives, 
annual library budget requests, library position descriptions and library 
organisation chart. 

The UTK Library personnel program is administered in accordance with 
the policies and procedures in the Personnel Policy Manual, This has just 
recently been printed and made available to each department. Previously most 
departments did not have these policies in a form easily a 'ailablo to the staff, 

Presently the library staffing plan is based on present positions and pro- 
jections are in the forni of requests in the annual library budget for additional 
positions or changes in positions. The library docs not have a five-year 
staffing plan. Some staffing problems have been anticipated but there is no 
formalized long-range staffing plan, 

Recruiting is conducted separately for academic and non-academic (or 
clerical and supportive) personnel. The Director of Libraries recruits for 
academic personnel. This recruiting includes systematic visits to library 
schools, establishment of a pool of qualified candidates and scheduling applicant 
visits to the library. 

UTK Personnel Office is in charge of recruiting for non-acailcmic positions. 
The Administrative Assistant for Personnel in the library relays t^ that office 
information concerning vacancies and specifications of qualifications needed to 
fill openings. Each applicant should go to UTK Persotinel Office for an applica- 
tion^ screening and scheduling for interviews for position openings. 

Position descriptions have been written for the library administration, 
department heads, and specialist and support staff categories. They have not 
been writtenfor tho acadenuc staff in non-supervisory positions. These job 
descriptions describe and classify positions according to job content, required 
qualifications and level of responsibility, 

I ConJpcnSi^l/onfievels for facuti/y and staff were not^mado available to the 

task force. There is an ai^jual salary ^schedule for cU^ncal and supporting 
staff, but steps in the schedule are not necessarily tied lo a time frame and do 
not reflect merit increases. Sahij-^^ x'angc for academic staff is not related to 
O icademic rank. 
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Positions should be designed to capitalize on the available skills and 
capabilities. As the task force could best deternune this is often the case 
but feeling was that special qualifications of staff members were not being 
utilized fully because of difficulty of crossing departmental lines. 

Staff relations is an integral part of the library's personnel program 
as witnessed by development of a formal UTK grievance procedure. Depart- 
ment heads are required to hold regular meetings with their staff to inform 
them of any policy changes and to receive suggestions and complaints from 
the staff. Library News Notes is designed to keep the employee informed 
and to improve staff relations. 

Each staff member is given an annual review and evaluation of his on- 
the-job performance. New employees are given an evaluation at the end of 
a three-month probationary period. An evaluation form is used and the 
supervisor conducts a private interview and discusses each point on the form. 
Both deficiencies and outstanding performances are stressed. 



S pecific Recommendations 

1. That the library administration develop written statements of objectives 
covering recruitment, placement, employment, compensation and develop- 
ment programs, especially for the academic personnel, 

2, That the library develop and maintain a staffing forcast other than that 
I provided in the annual library budget request, 

1, That the Associate Director of Libraries for Administrative Services be 
I given f idl responsibility for the personnel function rather than it being 
\ divided between the Director and tlie Associate Director. NOTE: A 

minority opinion was stated by a task force member in favor of maintaining 

the status quo, 

4. That a written plan be developed for the personnel office which relates 
objectives to programs, 

5, That previous recommendation of Task Force on Policies that policy manual 
be developed be reinforced. 

6. That the library personnel office issue supplements as needed to the UTK 
St aff Handbook when it is published and n.ade available. 

7, That personnel policies be more easily available to staff members. Avail- 
ability should be improved by the recent issue of the Person nel Policy 
Manual, 



ERLC 



89 



8, That if annual departmental budget requests are to be the staffing plan 
that all iten\s in this criteria (Principle 3, Criteria 2) be incorporated 
when applicable, 

9, That the academic staff be involved in visiting with prospective academic 
staff members and in the evaluation of thci^e candidates, 

10, That the library continue it? affirmative? action toward employment of 
members of minority groups in all position levels, 

11, That specific position requirements be given when the library actually 
has a position open. 

12, That the library's recruiting pattern be analyzed to determine the degree 
of success in recruiting and retaining outstanding staff members. 

13, That position descriptions be developed immediately for those academic 
positions not having descriptions; that all position descriptions be 
reviewed to insure that thoy accurately reflect the library jobs, 

14, That feasibility of a classification plan which clearly identifies avenues 
of career advancement for the UTK Library be investigated. There is 
some doubt that library staff is large enougli to Wr^.rrant formalized plan 
at this time, 

15, That position titles be reviewed and redesignated as necessary to reflect 
accurately the level of responsibility and the status of the position. 

16, That better use of specialized skills on staff be made; that extra renumer- 
ation be given for special skill assignments where the task involved is 
beyond the level of the staff members regular position; that the library 
personnel office should maintain a skill inventory to better alert department 
heads of special skills available. 
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STUDY TEAM REACTION TO THE PERSONNEL TASK FORCE REPORT 



The Study Team reviewed the work of the Personnel Task Force and felt 
that a greater detailed effort on the part of the Study Team was necessary 
in order to augment the task force findings. In order to get a basic feel for 
theiasues covered in the personnel chapter, the Study Team reviewed the task 
force documentation and the task force reports. The Study Team then applied 
the analytical tables to the data gathered. The following, then, represents the 
Study Team and task force efforts on the personnel chapter. 

The chapter on personnel appears to represent a summarization of the 
several specific personnel areas affecting an organization covered by earlier 
chapters. The Study Team assiuiies the MRAP manual has simply called for 
re-emphasis on personnel issues. The Study Team is able to identify several 
areas from the task force report for discussion. 

The efforts of the Personnel Task Force seem to point up to the Study Team 
the need for a library personnel office re-definition. The office of the Adminis- 
trative Assistant for Personnel was created by UTK Libraries in December, 1971. 
Since that time, a variety of staff perceptions of the office have developed. It 
appears to the Study Team that the Administrative Assistant's office was 
charged with the total personnel and payroll activities of the library staff with 
the exception of recruitment of professional personnel, The Study Team recom- 
mendation is that the responsibilities of the Administrative Assistant's office 
be explained in detail to all staff so that the many and varied perceptions of this 
office are clarified. The recommendation does not mean to imply that all final 
personnel decisions are to be made in this office. It recommends that the office 
serve to provide management information to the library^ administration; to 
perform a records maintenance function; to develop, co-ordinate and maintain a 
staff development program; to advise the library administration on personnel 
issues; and that it serve as a source of personnel information for library staff. 

One of its responsibilities ought to be the creation of a staff handbook that 
would serve as a source of infonnation rogartUng pcMicy, benefits, and library 
programs for clerical and supporting staff as well as professional staff. This 
handbook would be very hcncf ici^il in the cniph>yee's initial orientation as well as 
provide a form of ongoing orientation. The handbook should be updated on a 
regular basis. 

It was pointed out in the analytical tables and ta??k force report that a 
grievance procedure for no)i-acadeniic staff curr< Ally exists at UTK, but that 
there is some confubion anion^ iho staff as to how this system operates and 
what it ran do for omployt-os, Tlio vSLudy Ti am rert^mmcn is that the Adminis- 
trative Assistant for r\u"soi\nel work closely with the two library grievance 
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chairpersons and the UTK Personnel Office in an ongoing attempt to maintain 
clarity on this program ami to provicio coordination within the library system 
for the efficient operation of the grievance procedure, 

The above mentioned grievance procedure is applicable only to clerical and 
supporting staff. The efforts of the ta.^k force indicate that there is a lack 
of understanding within the UTK Library Faculty as to clear-cut gritjvance 
procedures for the professional personnel of the library and the university, 
A traditional set of grievance procedures is available to the faculty, but 
is not codified in the current Faculty Htindbook and will apparently not be 
co<1if ied to any great extent in the new handbook. The Study Team recommends 
that they be compiled and codified by the Library Administrative Assistant for 
Personnel, This codification could logically occur in the staff handbook called 
for above. 

Earlier, while discussing staff development, the Study Team called for the 
creation of individual development plans for staff members. Tlicse plans shouhl 
be developed by and for the individual and should be reviewed with that person's 
immediate supervisor, with an eye to individual staff development. 

The Study Team recommends that the Adn\inistrative Assistant for 
Personnel further refine the current performance rating process witliin the 
UTK Library, (The work of the Administrative Assistant's office ought t(^ 
reflect the recommendations emanating from the ad hoc UTK Library committee 
currently investigating this topic, ) The basic issue to be faced appears to be a 
clear definition of the evaluative criteria for the benefit of the slcjff as well as 
the raters. The format and procedure for conducting a performance interview 
ought to be developed for the benefit of supervisors and hea^ls. The Study Team 
hastens to add that the librai"y's performance rating process lias evolved in the 
absence of a refined UTK process. The library administration is asked lo press 
for a campus-wide policy and procedure that is consistently adheretl lo throu);h- 
out UTK. The refinement of the performance rating process ought lo also 
include a thoroughgoing explanatioii of the dual purpose of ihv process: {l)tojutide 
individual employees in their development as staff members and (2) to provide *m 
overall basis to be used as a guide in deternaining annual merit increases. 

The MRAP manual touched on the issue of projecting manpower reciuiriMucnl 
in the library. The Study Team defined "projectiiig^' as the process of detern\in- 
ing one-year needs for the library system and added the furtlier definilion of 
"forecasting" as the process of determining the mid- to long- range ra^mpower 
requirements. The Study Team has no qiuirrel with the current process for man- 
power projections but luistens to point out that the earlier reeonunemlal ion lliat 
the library adn^inistration conduct mid- range formal planning ow^^hl to simuUan 
eously result in mid-range forecasting of manpower requirenun ts. Any <ilU'm}>l 
to forecast the UTK Library requirements ought to be based at UmsI upon: (1) 
the in-ipact of full-formula funding over the next f iv(» years, (2) depart n\onl al 
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and library objectives and goals, and (3) the basic criteria (page VI-16, 
criterion I of the Analytical T.ihles) offered in the Personnel Chapter o£ 
Phase VI of tlio MRAP manual. 

The Cindin^js of the task force indicate that the library has position 
descriptions for clerical and supporting staff, for library administration, 
and for all svipervisory professional positions. There are, however, few, i£ 
any, position descriptions for professional, non-supervisory librarians. The 
Study Team recommends tluit position descriptions be developed for all 
positions in the library systeui and be regularly reviewed, The position descrip- 
tions should reflect the organisational requirements in order to achieve the 
library's objectives and goals, rather than being based on existing individual 
skills. These descriptions ought to relate to any reorganization and to the 
library's overall service projections. The Study Team's call for reorganiza- 
tion along activities guidelines presents an excellent opportunity for the library 
administration to structure its professional and non-professional positions 
flexibly witli an c^e to growth of service and growth of individual within the 
structure. This should allow for an identification of organizational motivations 
and the type of stiiff to be hired by the library administration. Hopefully, a 
reorgaai/ia tion would provide for an identification of professional and vocational 
avenues of advancement within individual positions as related to organization. 
The reorganization and cUissif ication could a'so more directly identify adequate 
compensation ranges for individual positions throughout the library system. 

The Porsc^nnel Task Force with one dissenting vote* called for the reassign- 
n\ent of t!ie professional re,cruitment responsibilities to the office of the 
Associate Director for Adn\inistrative Services. The Study Team, however, 
differs f ron\ the task force point of view. It feels very strongly that the 
Director's office nujst be intin\ately involved in the recruitment of professional 
pt-rfionnt'l vujlliat the Director might be responsible for shaping the complexion 
of the pn fessiondl lil>niry sUiff. The Study Team feels that it is important 
for the Director to he in close contact with library schools which might be 
providing randidates for positions within the UTK Library System. The Director's 
aliility to influence the dctins and faculty of these schools will be directly reflected 
in the caliber (U" library candidates recommended to the UTK Library. 

'J'he Study T(Mm does not wish to diminish the amount of contact the Director 
( um-ntly l)as with prof essiontil candidates for UTK Library posi':ions but does 
srck to extend the role played by the Associate Directors and department lieads. 
It is recoiniur'nded thtit tlie Director maintain liis curre nt role in the recruiting 
process. Turlher, once a ctUididtite arrives at the UTK 'Minpus, the appropriate 
Av,!>()( iate Diret tor tuul tht^ head (if the position is non-suptn^visory) of the dcpart- 
jiu/nl for which the candidtiLc^ is being recruited become the ^'host team'* in order 



^- Tfu! disserU \\\\\ vole preferred a nuiintenance of the status cpio. 



ERIC 



93 



to make certain that the candidate gets adequate exposure to those people 
with whom he may be directly working. One of- the problems encountered by 
the Study Team was that candidates in the past have felt that they had greater 
exposure to the Director of Libraries than to the individuals with whom they 
will be directly working and felt that there was something of a let down upon 
assuming their work assignment in the UTK Library, Hopefully, the expansion 
of the roles of the Associate Directors and the appropriate heads would minimize 
the possibility of this problem occur:jring» 

The Study Team felt that during the recruitment process professional 
librarians were attracted to the UTK Library System for a number of reasons 
and felt that the library system is competitive with other regional research 
libraries* In regard to clerical and supporting staff, however, the opposite 
appears to be true. There appear to be two major reasons. The first is that 
the UTK pay scale (from which the Library may not deviate) does not appear to 
be competitive with local industry. Those outstanding non-academic employees 
attracted to the library system are frequently lured away by better paying jobs 
in local industry. The Study Team recommends that the Library administration 
prevail upon the UTK administration to conduct a comprehensive survey in order 
to ascertain the validity (if any) of the perceived difference. 

The Study Team also feels that reorganization along activities guidelines 
should result in clearer definition of vocational career advancement for clerical 
and supporting staff. It is felt that the library offers several opportunities in 
the clerical and supporting area which could be made more attractive to potential 
employees. Unfortunately, not enough advantage is taken by the library of the 
wide range of educational and occupational requirements and opportunities which 
exist within the UTK Library System in order to accomplish this end. 
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The task force experienced some difficulties in detonnining the scope 
and purpose oC the management generally segment of the study. The identi- 
fication of relevant information was a major problem. The basic source used 
was the Likert Profile, The possible deficienccs in this survey, were recognized 
but an adequate substitute was not found. Some information was gleaned from 
the output of prior task forces in the study. 

The basic area under study, a& indicated by the analytical tables, is the 
quantity and quality of staff interaction. The analysis is approached from 
several viewpoints. The types and effectiveness of formal and informal commun- 
ication systenis is of central importance. The effectiveness of the upward, down- 
ward, and lateral flow of information is emphasized. Any general evaluation of 
communication effectiveness must be based on very subjective measurements. The 
measure of effectiveness is the way the people involved perceive the usefulness, 
completeness, and accuracy of the information they receive. Some portions of 
the Likert Profile attempt to measure these staff perceptions and these provided 
the major source of the information used. 

The extent to which the staff is involved in and understands the development 
of the current management approach is not great. The evidence in this area is not 
extensive; however, the task force concluded that the staff does not have a clear 
understanding of the overall management approach. The lack of a definitive state- 
ment by the library administration is an indication that the level of staff under- 
standing is not great. 

The Likert Profile responses indicate that there is not extensive friendly 
interaction between individuals within the library. The degree of cooperative 
teamwork within the library appears to be at least moderate, These two factors 
considered together would indicate that the apparent lack of friendly interaction 
does not significantly limit the tean^work necessary for efticicnt library operation. 
There is no direct method of raising the level of friendly interaction, however, an 
environment that is conducive to friendly interaction may be developed. 

The amount of influence which subordinates have over the objectives, goals, 
and activities of their units appears to be moderate. This moderate level of 
influence could be caused by several factors: the lack of an opportunity, the 
lack of encouragement, or the lack of initiative from the junior staff members. 
Since the department heads are presently encouraged to gather input in these 
areas from their staff, the task force recommendation is only to reinforce 
present policy. 
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The Likert Profile responses in the area of commimications indicate 
several characteristics. The staff does not feel that a supplemental commun- 
ication system is necessary so it may be assumed that the existing structures 
are adequate but not utilized. There seems to bo a largo portion of the staff 
tliat feels that communications of all types are somewhat restricted. The 
distrust of the information received may be an indication that a significant 
portion of the staff may feel that they do not receive valid information* 
This Would indicate a problem not with simply the methods of communication 
used but with the perceived intent of the downward information Blow, 

Since any commiuiication problems which are present tend to be in the util- 
ization and acceptance of the present structure, recommendations are difficult. 
The major things that need to be accomplished are to improve the use of the 
current lines of commimications and develop an acceptance of the information 
that is provided. Both of these tend to medium range projects that should 
receive top management attention. There is no quick or easy solution to the 
problem of developing successful communication. 

The effectiveness of oral and written communication, both formal and 
informal, varies considerably. TVie major area that needs improvement in this 
area is the communications connected with committee activities. The task 
force recommended that commit^'^e procedures in the area of agenda prepar- 
ation and the preparation of documentation needs improvement. 

The library administration stresses the use of departmental staff meetings 
on a monthly basis. These are to be held within three days after the department 
heads' meeting. The Director has also held general staff meetings on several 
occasions, Ad hoc committees are frequently formed to study specific issues. 
These committee members are chosen from various levels of staff and functional 
areas dependent on the question under study. The Director encourages heads or 
staff members to submit memoranda on issues' under discussion. As mentioned 
by the Management Information Task Force, the Director is accessible to all 
staff members. The structure for staff communication seems to be present 
and its use encouraged. 

The library does not have a program o£ staff training and development. 
Training in oral communications, committee operations, and committee 
documentation should be a consideration in any staff training programs. 
The possible benefits and costs of providing instruction in these areas could 
be in an area for study. Coiuiseling of communication problems is a general 
respansibiiity of the library's supervisors. Any problems in this area should • 
also be discussed in connection with performance evaluation programs. 
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S pecitric Recom mendations 

h That the top library administration should define their current approach 
to management This definition of the management approach should allow 
an understanding by the staff of the basic management approach and of 
the organizational relationships as perceived by the library administiration* 

2, That constructive working relationships between individuals in different 
units be encouraged, 

3, That junior staff members be provided the opportunity to provide input 
in the development of their unit's goals, methods, and activities, 

4, That decisions which have implications for several units should be coordin- 
ated among the units involved. 

5, That effective downward communication be developed at all appropriate 
levels. The use of present lines of communication is recommended with 
coritinued emphasis on establishing meaningful communication, 

6, That upward communication be generally encouraged and formal documented 
upward communication be utilized to improve the quality of the upward 
information flow, 

7, That the use of agenda and other means of effectively planning and organ- 
izing unit meetings be encouraged* 

8, That an agenda be prepared for committee meetings. 

9, That staff members, who will be affected by an item, be sent copies of 
memoranda on the subject. 

10, That adequate documentation be prepared by committees to reflect the 
work done. This may be in the form of formal minutes. 

11, That committee documentation be summarized and organized in a manner 
that will make it useful for later review, 

12, That training in oral communication, agenda preparation^ chairmanship, 

and report and memoranda writing be factors in any staff training programs 
that may be studied. 
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THE MANAGEMENT GENERALLY TASK FORCE REPORT 



The Study Team review of the Managumont Generally Task Force resulted 
in unanimous Study Team agreement that the chapter deals specifically with 
communications rather than management and ought to be so entitled. The 
bases of the study are to be found not only in the Management Generally Task 
Force Report, but also from gleanings of the other personnel- related task 
force reports. Based on task force findings, the reaction of the Study Team, 
then^ seeks to expand on the overall issues of communication in the library 
system. 

The Study Team feeling is that a large portion of staff below the department 
head level fail to take downward or upward communication seriously because they 
do not fully understand the reasons for these lines of communication. (See VI 49, 
Analytical Tables for Management Generally)* In some rases, staff distrust the 
information provided (e.g. , they sometimes feel information conveyed to them 
is palliative to staff feelings and that the library administration has already 
privately decided an ultimate position) and don't bother to respond to administra- 
tive requests for input. 

The library administration contends that its administrative posture or 
style is one of consultative management based on full disclosure of information 
to staff. The Study Team points out that this posture and style are not under- 
stood by many below the department head level and arc ineffective with present 
levels of understanding and communications flow. Because of this lack of aware- 
ness at all levels, the reason for information flow is misunderstood and is 
frequently distrusted. Staff in many cases are imawarc that their input into 
problem identification and solution is sought* 

The Study Team recommends that the Library administration clearly and 
definitively state its administrative styla and posture to all staff. The ability 
of theDii^ector to persuade heads and staff on the acceptability of consultative 
managoaent would represent another step forward in the implementation of a 
communications system that has strong implications for the success of a 
management style. 

The earlier recommendation calling for a clarification of management style 
to all staff has pointed out the need for upward and downward communications. 
Another factor affecting communications has become clear to the Study Team: 
the DTK Library Staff docs not possess a great deal of interactive experience. 
The Study Team recommends that the staff development program address itself 
to developing higher levels of interactive skills throughout the staff, 
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Further, the Study Team p.)jnts out that communication is a '^two-way 
street" and that the staff has t:hc' ro^prn^ihMity to intc^ract within the library 
communications systen\. The library administration should strengthen its 
efforts to encourage staff input and communications in order to insure the 
success of the consultative management approach, 
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MRAP HEADS' MEETING. 7/25/73. Room 202. U ni versity Center 

MINUTES 

Status of the Director Including Graduate Council Roprosontatton 

The meeting was called to order at 8;00 atvn, with Richard W. Boss 
presiding, A brief announcement was made pertaining to the film evaluation 
workshop co-sponsored by the Graduate School of Library and Information 
Science and UTK Library on July 30 and 31, 1973. Library faculty Interested 
In learning how to evaluate 16mm films for adult audiences wore invited to 
attend. 

The status of the Director of Libraries was opened for discussion by 
RW8. Aubrey Mitchell began by questioning the responsibility and authority 
of the existing vice chancellors and the possible advantages and disadvan- 
tages for the elevation of the Library Director to this level. RWB questioned 
the effectiveness of a change in the title of Director of Libraries to a vice 
chancellorship rather than more directly and formally involving the Libraries 
in campus planning, curriculum development, programs, and building projects 
which Involve library space etc, George Shipman pointed out the fact that 
much of the committee assignments with which RWB is involved are due to the 
fact that he is a faculty member not because there any direct relationship 
to the Director of Libraries position on these committees. Because of this 
fact, GV/S felt that a more formal position should be taken so that the Library 
will be represented on these several Councils in an ex of ficio capacity. Ho 
made note of the fact that RWB has membership on only two, the Board of 
Deans and the newly created Research Council, because of the directorship 
and membership on four, Faculty. Senate , Executive Committee of the Faculty 
Senate, Chancellor's Role Committee, and the Transition and By-Laws 
Cornmitteei because of his faculty status. RWB stated that there are two 
crucial groups which meet regularly the Chancollc^r-Staff Meeting and the 
Graduate Council in which he is not included and which he cannot attend. 
The Undergraduate Council Meetings are open to visitors and he often attends, 
although membership would be highly desirable. 

Discussion ensued relating to the apparent need for more extensive 
formal administrative relationships botwoen library administration an<l the 
UTK Administration to replace the informal relationships which exist. The 
selection process for a new chancellor could bo very significant. The 
position the new chancellor takes in relation to tho status of th^^ library on 
the UTK campus and tho importance of its overall offoct on tho programs 
involved is of vital significance to thc^ Library System and its hope for more 
involvement in long-range planning. 
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Bob Koester stated that since somo diroctorship input Is formal 
perhaps other librarians sho\ild becomo formally Involved • RWB responded 
by saying that GWS was doing just that by being a member of the Educational 
FdclUtles Committee and other librarians were In^ olved, particularly on 
coUege^level curriculum committees. There are six librarians now seizing 
on such committees In the Colleges of Home Fconomlos, Law, and Liberal 
Arts. A greater formal Impact will be made by utilizing the T,H,K,C. form in 
regard to the review of undergraduate curricuium changes In the future. Mar/ 
Jane Sharp stated that the Task Force agrees that more formall^ation is 
needed. She felt that the ARL Manual called for an elevation of the director, 
but the Task Force rejected this posture, GWS stated that the ARL Manual 
states that the change in the title brought out the recognition of the wide 
range of the Director's role on campus. He feels a review of the director's 
role in campus decision making is called for. GWS also stated that no one 
in the UT Administration has received a copy of the Management Study and 
will not until all staff and heads' meetings are held and any revisions made. 
He feels perhaps the Management Study may have a significant effect on the 
new chancellor. 

The directions the library can take in trying to get the involvement it 
needs in order lu dllocdiu iib it^suuicus for the Campus are varied. Mowever 
this is a very delicate situation in which many points of view must be taken 
into consideration. The library faculty does not want to be considered greedy 
or selfish in Its guest for greater involvement in development planning. Here 
again formality vs. informality in the procedure that can be followed. Bob 
Koester suggested a formalized "informal" plan in which librarians could 
informally take advantage of occasions to promote the library's position in the 
UTK community. This procedure was received with mixed feelings. Olive 
Branch felt that the MRAP was such a formalized "informal" process of relaying 
library faculty /staff opinions to IfT Administration, LaNclie Vandlver voiced 
the opinion that she liked the informal approach but found the Idea of being 
'*pushy'' distasteful, Danuta Nitecki asked how many would feel comfortable 
doing this and stated that she would feel very uncomfortable In this sort of 
situation. Rick Surles suggested that the Library go about this both formally 
and Informally, Don Jett stated that he has many opportunities in which he 
might let the dean know his feelings about the library involvement in develop- 
ment planning as the Dean already knows the official stand of the Director of 
Libraries, Sugg Carter stressed the fact that long-range planning is the most 
important issued involved here. 

RWB observed that the discussion seemed to have moved to a position 
that the key is not the status of the Director but the role of the Library in 
University decision making. He stated two goals: (1) there ought to be a 
librarian on every curriculum committee on the campus, and (2) that there be 
a formal input by the library on the Graduate Council and Undergraduate Council. 
There appeared to be consensus on those objectives. 
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Final decisions on the steps that the Llbrar/ Administration will take 
were to be decided at the Administrative Meeting later that morning. 

The meeting was adjourned at 10:00 a.m.. 



Eileen M. Thornburg 
Recording Secretary 
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ARL/MRAP sta(( discussion . i< .ConM^vtu L< aUon^ uu ttu hng |K>lie y n^anual 
3:30 p.m., Woclnosday, July l';7T,' V'V /i?.7 

This meeting, the first staff reaction session in tho rt>view of the AUL/MRAP 
report, was chaired by Dick Boss, Perhaps KO people were present, including 
adntinistrative officers, members of the Study Team, department heads, library 
faculty, and supporting staff. 

The phrase ^'extensive friendly interaction'^ in the Management Generally 
Task Force report (page 94) was introdui^od for elaboration by Carol Jones, 
Main Reference. The implied meaning was conceded to be in terms of the job 
assignment, not in a social sense* Rob Scandiyn, Management Generally Task 
Force chairman, said the word, a value-loaded one, came directly from the 
Likert Profile, inadequate in some respects. Discussion revealed a widely 
held opinion that greater familiarity with the various departments of the library 
would improve interaction, Dick Boss announced the recent appointment of a 
committee (Dana Nitecki, Intorlibrary Loans; Carolyn Hainlet, Main Circulation; 
Martha Rudolph, lIGi. Circulation) to develop a prototype program to become the 
basis for a permanent program of visits for all staff, 

Dave Startzell, UGL Circulation, advocated ''a full-blown tifc^^ining program 
in which we are introduced to policies and objectives*' rather than the orienta- 
tion now practiced, feeling it could resolve tho lack of expertise and improve 
communication and motivation, Carol Jones suggested a series of coinmuni- 
cations workshops available to all staff, Rebecca Smith, Processing, felt 
name tags with departmental affiliation, for instant identification of co-workers, 
could increase communication and speed the process of initiation. Dick Boss 
asked for a show of hands on this; the response was decidedly in favor of tags* 

Malcolm Blowers, Main Reference, recommended departmental procedure 
manuals as both training devices and communication methods. 

Bob Koester, UGL Reference, felt orientation should be continuing, not a 
one-time thing, 

Dick Boss stressed his wish that everything which occurs at heads meetings 
(outside of confidentialities, which have cotne up perhaps twice this year) be 
reported fully to the staff by the heads, with staff reactions sought and brought back 
to the administration. Individual staff with input concerning a university- wide 
problem may, if he feels more comfortable doing so, deal with the director. 
Some staff prefer '^objective reports'^ from their heads. Others want '^an ex- 
change of opinion" between themselves and the head of theii department; none want 
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any attempt to sway. Not all staff were aware that feod-back is expected or 
wanted. Asked whether inclusion of sta£f reactions on the long agendas of the 
heads meetings were feasible, RWB said more items would increase discussion, 
but the information must be reported to the staff. Options might be two meetings 
a month or time limits for discussion. 

Availability of the minutes prior to the report of the head would be helpful, 
Sarah Holland said. Gary Scales, Serials, would like to hear the differing 
opinions that came before the final action. 

Staff favor seeing the agenda before the meetings, but felt the items 
should be annotated. 

Martha Rudolph, UGL Circulation, said staff committees often do not react 
to staff input* 

Mary Frances Crawford, UGL Reference, called '*the mail situation'' a factor 
in the communications lag. 

Asked his reaction to the recommendation that minutes of administrative 
sessions be distributed to all staff, RWB said that virtually everything in those 
meetings has an output in the form of agenda items, responses to suggestions, 
memos to staff, library faculty, heads, individuals, that each action becomes 
visible in the appropriate form. Minutes would be redundant. The exchange 
between the three administrators is uninhibited at the present time; minutes 
would have to address themselves to the nature of any disagreement prior to 
decisions and how the individuals reacted. 

Agreement with RWB's stand was volunteered by several staff members. 
He asked for conflicting opinion. Bob Koester, as chairman of the task force 
which made the recommendation, explained that minutes could be a management 
information tool, not so much a communications tool. 

To the opinion that there are too many memos being distributed, several 
staff members disagreed; they would rather be able to choose items of signifi- 
cance to them from numerous memos, rather than having decisions made for 
them, M, Rudolph added that policy information should be available faster. 

Referral to a management training program and departmental manuals 
as communication aids was repeated. George Shipman felt the identification of 
departmental goals and objectives, which is now being pursued in the heads 
meetings, is a logical beginning to the development of departmental manuals. 

Dick Boss summarized: extensive friendly interaction does not imply social 
mingling, but effectiveness in working together, and could be improved by de- 
partmental visits; communication can be improved through leadership training 
and orientation; comtnunications workshops should be available to all staff; 
departmental procedure manuals are needed; feed-back to heads meetings is not 
clearly solicited; differing opinions of heads might be reported; minutes should be 
available earlier; agenda needs to be explained; committees do not always respond; 

policy information should arrive faster; name tags are wanted, with departmental 
a O ion, 

EHjC dht 
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AR L/MRAP heads^ discussion, . » Definition of management styles communication 
3:30 p.m., Tuesday, July 31, 1973, UT Conter llh/lZl 

RWB annovmced progress in up-dating of leave records in the personnel office 
and asked that calls from staff concerning amount of leave be limited to emergencies 
only, until the project is completed. By use of overtime, the personnel officer hopes 
to have leave records as of the end of July ready for distribution by August 10. 

He reported that staff, according to the MRAP meeting of July 25, (1) did not know 
that feedback from reports by heads was acceptable or encouraged; (Z) think the agenda 
items need to be described briefly; (3) would appreciate more candid reports of what 
goes on in the heads meetings [ i. e, , differing opinions expressed before final decision]. 
He stressed that no decision is irrevocably final: policies can be changed; and that 
posting agendae was done to increase input before the meetings. 

Discussion of the style of management began with an attempt to clarify the meaning 
of '^consultative style* . • .'^ Bob Scandlyn, task force leader, defined it as manage- 
ment interested in gathering input from groups and individuals in the library, or from 
any who may volunteer information. However, there is no compulsion to follow it. 
RWB expanded the description to note that the decision-making responsibility continues 
to rest with the director, "Participative tTianagement" suggests, he said, the formu- 
lation of policies by employees, '^The kind of participation we are trying to develop 
would not involve abdication for responsibility by the library administration." Three 
elements in consultative management are (I) full disclosure of information; (Z) 
opportunity for input from staff, faculty, students, legislators, community, etc.; 
{3) the responsibility of the library administration for making determinations. Con- 
cerning one style of management, he said no one style is suitable for all occasions; 
the style has to be a compromise between individual, situation, and institution. 

To Rick Surles' concern that ^*full disclosure" might have a mandatory element, 
RWB defined it as a climate of being willing to provide information .without worrying 
about the consequences of doing so. Various factors need to be considered; there must 
always be discretion; timing may be a crucial element; there may be restrictions from 
above. Questions of full disclosure "to whom" and "of what" projected possible 
misunderstanding by the staff and the consequent belief that the policy is illusionary. 
The impossibility of full disclosure on every matter to two hundred people, with reaction 
invited, indicated the advisabi3ity of changing the statement to "substantial" disclosure 
(particularly when a statement on page 50 says the staff feels it is often asked for 
input or planning when the decision has already been made. The statement has not 
been documented, ) 
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The group voted, after further comments and discvisslon, for the development 
of a new objective for the library specifying a climate of '^substantial disclosure and 
a general pattern of consultation" in declsion^making at all levels. 

To summarize » feedback from staff is to be sought; agenda items will be briefly 
explainedi and the deadline for adding agenda will be set forward so that the other 
heads may be informed; headings on memos indicate which people have received them, 
jU e^. » I . to the library faculty, " V'all heads, " all staff" and all are to be passed 
along to staff unless the heading says " Memo to heads only '^; the administration will 
try to keep the heads informed if a memo sent to them is going to go out later to the 
entire staff; policy memos are to be kept, but retention of other memos is the head's 
decision; two recommendations from the July 25 MRAP session will be put before 
the deans retreat and to the vice chancellor for graduate studies and research, namely 
(1) a librarian on every curriculum committee and iZ) library input on Graduate Council 
and Undergraduate Council* 
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orrici Of U(r oiRtcton Avif»ush 6, 1973 

AUU/MUAP heayls discussio n. . , O rjgan i/,ation. . . v3;Q 0 p. m. 8/2 /73, IH Center 202 

RWB annovmccd a commitment from the UTK administration made lo him today that 
funds /or a now Itbrar/ building will bo roquoslcd in i9V6/77, oven ihou^jh buildings 
requested before that time are disallowed. The state legislature may not approve 
the request, but the UTK administration will no longer readjust the priority for a 
now library each year, 

In a renewal of planning toward the Multi-disciplinary Building, the library was asked 
to include the G^G map collection in the Science /Technology Library. RVVB indicated 
the library would be interested in proceeding with plans for the Multi -disciplinary 
Building to include the present biology, science and engineering libraries and a map 
coHeclion, He will nrkoet with the heads who would he affected in the very near future* 

TASK FOKCE HEPOirf 0^; OHGANIZATION;--Mary Jane Sharp introduced Jan Keck, 
Acquisition Department, who was asked by JvlJ to attend in her capacity as a member 
of the task force* Olive Branch opened the deliberations by asking for a clarification 
of ''duplication and overlapping of work responsibilities. , •^^ (p. 52) and the description 
^'excessive duplication . * ."by the Study Team (p. 6l)» No examples have been cited 
in the report. Mary Jane Sharp said the areas were bibliographical searching and 
verification. GWS said the duplication of effort svas not discussed because of time 
restraints and it would be better to say "perceived excessive duplication, " and that 
the study team's attitude is reflected in the first sentence of its reaction (p. 61) to the 
task forceps report. MJS said verification and .^ecirrhing is duplicatt^d in Acquisition, 
Processing and Binding. RWB asked that the other areas be identified if possible. 

Olive asked what is meant by "uncoordinated part-time efforts" in collection building 
(p. 55), GWS said it may be a reaction to the purpose and objectives stated by 
Acquisition for "mid- to long-range planning." Keith Cottan-t said it was more a 
reference to the fact that we have not been occupied with collection development as 
much as with the collection of collections. 

LaNelle Vandiver objected, saying that since before 1958 the library was engaged in 
collection development, not with coun^, and that part of his statement could not be 
justified, "There has very definitely been a concerted effort to make a collection 
horOr not just of titles and volumes, bvit of those things necessary for a research 
library." f^lottam said he was concerned with "current perspective rather than what 
was done 15 or 20 ynars ago»" After miich exchange, , RWIj idcntifiori two possible 
ways to go: (1) development of a staff of bibliographers that would work somewliat 
apart from Ac(juisition; and (2) establishnietU of an offioo of colloc:tion development 
to try to find and stimulate those pt*oplc most cxp(iri, to aid in l)i)ok solnction, whether 
faculty or staff, 
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Hofi Kocstcr tnonliofutd a c'Oor<linalor of collrjcticm dovotopmonl who works closely 
with Iho iVicuUy, His .slaff could bo a staff of sulcclo)\s whihj working /il public service 
posts, otc» 

Tho onsuinB discussion of subject spccialisls concluded that selection should be a 
shared role between faculty and librarians. New toadiors should be told they are 
to participate in selection, II was decided that IITK canr^ot afford a separate staff of 
bibliographers* 

Rick Surles pointed out that anyl^ody with any expertise at all can go out and select 
materials. The question is not whether or not it is a good or bad book. Other 
questions: What time of year is it? Mow much money is left? Are these functions 
to be separated from selection^ "Vou havo to marry all of these elements in the 
acquisition process," Bob Koestor said the type of organisation set out on page 71 
would solve the problemi Keith Cottam, recalling thai a library's ultimate goal is 
service, asked for a re-examination of more appropriate responsibilities, with 
clerical people doing tho clerical tasks, removing them from the librarian's desk, 
freeing the librarian to do professional work, IIWB said the trend tov/ard two-and- 
a-half to three clerical f< supporting to one professional may be jnorc consequential 
in making professional positions more professional than any reorganization. 

The pros and cons of faculty selection vs library selection resumed. RWD said his 
experience as an acquisition librarian indicated the use of materials was enhanced 
when faculty were invoU^ed in selection. That, [ie said, would be the model, the role 
of acquisition librarian evolved specifically as collection-development officer, with 
a coordinating role in selection by faculty, reference librarians, in fact any mv^mber 
of the library staff, and an on-going effort to stimulate faculty to select, with librarian 
stepping in where faculty (or others) failed to select, Olive asked that the statemenl 
include awareness of curricular changes, facvilty and academic program, UWB said 
a specific proposal would be presented to heads at a regular heads meeting, 

Keith Cottam asked for reactions to the concept of the report in other areas, Recom- 
mendation //4 (p. 59) dealing with independent reading collections and departrncntal 
libraries was questioned, The "bootleg" libraries are stocked with materials bought 
with departn\ental funds, not library allocations. Tho g^nun anreed this area bears 
Investigation, and the question will be on tlic agenda for a future meeting of the heads. 
Bob Marrison questioned Recommendation *:5 (to include duplication services in Binding 
and Preservation), 

Another meeting was set, not concerned with discussion of specific details, but with 
specific philosophy u»:der!ying tlio proposed reorgani;5ation. This was set for Monday 
afternoon, August 6, at 3:00 p,n^, [UGL 101], Heads nviy send a proxy and are asked 
to let RWB's office know. The group voted lo iiivite task force tnombers to attend the 
discussion of their report. 

Staff w)>() are not happy with the direcUon of the staff discussion gi'oup meetings may 
seek to change the di reel ion by spciiUing up or asking that the original disi:ussion topics 
dccidud u[)on l>e rcvii^wetl. 

dht 8/6/73 
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M RAP HEADS' MEETING. 8/6/73. Room 10 4. Undergraduate Library. 3:30 p,m. 

MINUTES 



O rganization II 

The meeting was called to order at 3:30 p.m. with Richard W» Boss 
presiding* A brief announcement was made In regard to the distribution of 
MRAP Reaction Meeting minutes. Each department head shall receive a 
copy with extras provided to be circulated among the staff In his department. 

The continuation of discussion on Organization was opened by RWB. 
Keith Cottam began by reading a statement that he had prepared ^ copy attached. 
In response to his observation that there Is a considerable amount of duplica- 
tion of efforts, Angle LeClercq said this was an ampUflcaLion of se^rvlco, not 
duplication. RWB observed that there Is a difference between tasks performed 
twice and the same kind of work done in two different places. There appears 
to be no evidence of the former so discussion should focus on the latter. 

The alternative reorganization approaches appear to be: (1) the MRAP 
proposal, (2) a major overhaul relying on the suggestions of MRAP, and (3) 
minor revision In the present organization. The overwhelming number of 
heads (15 of 24; 5 and 4 voted for the first and third) voted for the second 
alternative, a major overhaul relying on the suggestions of MRAP. It was, 
therefore, decided that each of the 30 recommendations (and, at Bob Koester's 
suggestion, the problems they attempt to solve) of the Task Force on Organl-- 
zatlon would be covered thoroughly In a third heads* meeting Organization III. 
It will be held after the Staff Meeting on Organization scheduled for September 4, 
1973. 

The meeting adjourned at 5:05 p.m. 



Eileen M . Thornburg 
Recording Secretary 
August 9, 1973 
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STATEMENT I'OR ARL tIKAD'S MEETING, MONDAY, AUGUST 6, 3:30 p.m., UGL 104 

From the outset of our discussions today it should 
be understood that the task force was working under the 
restrictions of time and limited expertise in matters of 
organization. The written report leaves something to be 
desired, and, undoubtedly, there have been found in the 
report questionable statements and poor use of words. 
However, the concept of organization projected by the 
report is far more important since it provides a differ- 
ent perspective from that which we now have* The concept 
is generally innovative for academic libraries but can 
be supported through the literature of business manage- 
ment as well as library science* It is much more than 
a shake-up in a pyramidal organization chart or the pro- 
jection of a glorified hierarchy in that an emphasis is 
placed on the relationship of activities within the 
library system rather than on the further expansion of 
departmental fvmctions. A focus has also been placed 
on the ultimate utilization of professional staff toward 
the development of service and clientele relationships* 

There are undoubtedly flaws and inconsistencie.? in 
the proposed organization charts, but I consider them 
minor and correctable when considered in the context of 
the overall concept as described in the following compar- 
isons* 
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The prcHont UTK Llbrorics orpanixnt Ion Is f.oin^rnily 
buroaucrotic in nature with formally organL/od <loi)arl- 
monts niKl chains of conninnnd. The traditional, dichotomy 
between technical processing and public service is 
fostered, and departments tend to be self-supporLlngi 
performing many functions that could more efficiently 
be handled through general staff services, e#g», account- 
ing or ll])rary instruction^ Further, the processing/ 
service relaLionshlp lends to let "means" become "ends." 
For example, the processing goal has a tondrncy to 
become one of officir.ncy fMvi l:he nva ntcn.mce of systems 
and procedures, even though the patron is only concerntvl 
with getting an appropriate resource at the time it is 
needed • 

There are, of course, advantafjes to the present 
system: it locates responsibility, directs comniunicationb , 
and assures coordination. On the other hand, in the 
general absence of flexibility, service standards can 
suffer, the intellectual aspects of 1 ibrarianrship are 
subordinated to rigid schedules and procedures, and the 
formal and informal organizational olemciuLs \/ork against 
change and ini^ovation. 

The proposofi organr/ntion omi;has'ij<e5; i'vice 
character wj tl^ staff support, and ovon thon/Ji the charts 
show a pyramidal structure throu;;hout: the orgnnizaLic»n, 
the report Is intended to convey a lino and :U:arr rcla-- 
tionship. 
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To further clarify this, I would like to read thrco 
brief p<aragraphs from the April, 1969, issue of the 
MKDICAL LIBRARY ASSOCIATION BULLETIN. 

m A\UU I V MMON 



some i;ciicr.ii iciii:nks \\{]ou{ n{^;anir'.i- 
lioii.il pl.ithiioi'. s\!ikIi \\\u lopo.iMuf! .11 iliis 
point: I 

All lii^iu.in lu jvui«?.(iii»nv ihico I'N rn^il 

fi\0"f\'v. I iiN|. hjw .^i) {I\v- ■ .1 UMili 10 

for I'N c^i^lv•h^^^ TliiiiL I'm*' 1*^' MUkMic. ' 

v.uh i>:liin. Tor ("iv..u''i ci v\mm v tu 

be ui'll iniK\l lo iK oi'kMn^v Mu' ivnj^lc v.^M 
nccil to b.ivv N\h,\\'vcr ■rk.'vJ.il K'\;oiiv\i. 

in u v^ii> vvliitli viinuil.i::^ in.iNnitrin tiv^' <»f (/u *c 
skills on Ihc csscnli.iU OJ tlw' lob li> K" dv^ro. 
Proper sliiKMmc ^to^i>^'^ J»m vKmhu iIksvv lUir.'N 
ncvV>r>.iry to :iU,nit iho ui^ioctivc. ;inJ ;i! jlie s^iinv 
liivc, liiiittv c\cUuKS \W iio^i^i'. ot i!'<>h' lh\,v:^ 
\\hk\\ utc unnoco'^^riry. . . . Wliilc sonic kiiKt> o! 
ore,nw/alion> Tuul nn.'kW^NaJ v lo ruljii^: Ou it" 
sinuUtral ;<rr:int:cricnis fi.>:n tuni' lo ihrc, riiul iiViV 
for yc\us u\\ »licri\l v>J i v'livcs, b\i^inc*s oi v-^'^- 
i/.ftlions wiW nccleci iIk mitu^' of ro-c\:iiuiniiv; 
objectives njiii ulurlnrr Miiutures onl> 1:1 cm 
peril (16), 

Could ll be lhat ihc reuMin why some lilu.uios 
f\x\d thcnnolvc^ in a sonrci^itJi rcrikuK position 
loJay is ibni they hiw c lu ^.TlL'CteJ ihose in: uors ,^ 
Jn the ci\rfy ycr.rr; rf tn: t^^-.^nti^jh n nniry. 
\vhcr\ ihc st;iro;ira tcmuiqiK'* .iko ^.lu^il^: :f 
library science were boiii^i workcJ oiM. ihc cbiei 
objeeilve 0/ bhr.irics sitnply ih;U of buiiJ- 
[t\g A sclu^lio ly colleciion uiiuoiil much ihoujht 
for ihe peoj'lc who wv.vaW t\\W\c^U\\ in 
it. Ikii toJay, unci c^i^eci illy on ihU conii^c;\i. 
ihe prcdctern\ineil objc'Ciisc iv ^ r shonlJ be, 10 
provide ihc u^vT with ilk i>./('u;.<7r.</M he nreJ-^ 
not Piercly by callina op^Mi ilie rennireos 01 ilie 
library ^\he^e ihc renuol is maile, biu by 
bippini" ;iU ihc other uvourees thai ruy be 
availnbie cl>cwhere. TIiIn eiiaf^rc in ciTiph.\s/5 
in iVic pvirpose of 1ib:aiics. ilicu urowinii si^c 
and Oiversi(*»eaiii«r\ ci ,iviiv[iies» and ifa-ir in* 
crcasin;^ in\o]ven\eni \vith ne\^' technical meih- 
OiU and ccinipiiicni — an in\(^benieni otien \c- 
qiurmg the iiJduion ol siali wuh «^pkciuik\\l 
skills and knowted.pe — po^c ihe que^^iion ol" a 
possible need for a riew look af the ofi-Miif/a- 
lional striichire ot' bbr.itics. Aie wc, in i.k!. 
ffoiipini: library aciiviiks in tfiC best way in 
which to eel ii:e wiuk ».!»Mie. or are wc siiil 
Minded by our inabilny to di^^^ne\l^^b belv^een 
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\\\\M is iMifv pioJcvMonal in *>ur wvt^ ;tiul wb.il 
is 

Spe\'i,d bbi.u w\ fn blls(nc^s Jitd iiuUhd y 
h.Oe .d\^a\N been luovb ni -i e i.seMn. iefiud ihan 
aitv i^'Iki )\pe ol IiIm.iis. m\A ilien loi.i) dis- 
K'fjiid. ,ii limes, \sH n.idiifonal lilnaiy oijiini- 
/atioii and iMaeiiwV ii is le^nlk'd lit mmiic of ihc 
tooNi biyhK di'^ci.'ped ntix^rnjaiion Neiviee>^ in 
e\i\k'iu\' iod.i\. Nntee W'oild War II, the phxNi- 
cal viMichue .'t niiivcisiiy aiul eoIlei:e libr.nies, 
i\iih iheii i'|Vn si.-, ;U easy aecess lo the 
tiuunaU ol .nUM sn.ition. hav letleefcd a ily* 
nai^ne e}i m :e in ijoi.ny auUiieeiure (roiu Ihc 
'Store!. e" 10 the "user ' point of view. Unl 
the no>sdHe fk'ed lor .ni emLtfly (iynaniic chv^ngc 
in the i^^niietuie of libuirics seeni^ not to 
h.oe iv^^n Jee^^iM\i/eJ ^'ener^illy. 

lAafnirieJ hoin ilu- poi»ii of view that _in«_ 
J'oinraiion ser. ice the cbkt" pfovlnei of ihe^ 

"nbhTM. eolild wv'noi boriow "^ihc concept of 
hnc and ^l,^ll fro, a ijtduojy and divide the 
v.oik*;o*[?r-vfotK' ii; n lilujij hy [>)iicing all iho 
activities eoneetncd w hh iho prodiieiion ot' in- 
fer hk* lion, i.e., ^ick'ience and bibliographic 
services. Mibject analysjN. and colleeiion-build- 
ini!, in lite posiiion ol liiio^aiilhoniy, 'and all 

.Mip'vriii^.' ser\ices sneh as juirehasi^K, process 
inp. reprt'/i ;n-h^\ and re seal eh and clevclopnionl 
(oner.tuoiss rescaivh^ iit ihc slall' felalion>inp 
alci^: v'''i- ^i^j* ^'^^^o .-in i Kr .i^^i ,t nvmaiiement 
and other r.dininiMiaii>e wi vices? Ifeads of 
ihe^e de|\ir(i'ioi>is wniU' t^^pon to the ehicf 
librarian or i dcpiiiy. nnd \.ou1d have no line 
nutliorh.y ^s jtsoev er. ii:eir services woxitd 
i c avail li le to e\cryone U";^. 2). 

'^M.^vy^f >;e Thir.dy. In a reeeni a::ie;c, *'Con- 
I'lji id I '* ''iic^" s sontediiac very 

si;ntl.;r a jiiears i f 1 '>o3\j!o: i! e oonniet 
to at ail lo s oileti e\»>'< u\ libiari^s beo^ecn 
pro^■e>^t^^\l! aiut nonprofessional slalT (|7h I 
siiciresi \\- M iihrariaris sindyin?! sonx* of the 
modern wrjtfn;^: on or'^lli^^ai^^n suneiutv— i^'^s* 
sii^ly I.i.:e'er*s . tuiilwis o^' ('^' i {.''.•/:Y^/i*/.'f (1 ^'f-- 
nnviht Jind tlie ansuer >otne ot iho^e adi^iiii- 
i^j-alivc i'ri-l^leniK uhiwh develop as a &u<c\ 
resuU ol* ^liii^lly loiiovura: tiadi'ional paltetn^ 
of 3iiMar\ 01 ;.:ani/atton. 

Jleiofc ^^c leave ihe subject of or,::.iri/.Mii'n 
structure, I would Itke say a few \vi^r\!' 
als>iu j.in;/..iti<'»n eb.jrts. I bcfievc in efi nf^ 
ro n*alkr ^osv s\)\.\\\ it e bbfary. 'Ihe: sel^'• 
Ci > ery ummuI p;irpik^e as the \ and swnbol 

HiilL \frJ, ];h\ Ass, y/{2) 

K«^u^\ /.itv^v^ Aiioc, ^flc^*K^ 
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MRAP heads' disc us sion. . . Planning> , . 3;30p. m,, UGL 104, August 13, 1973 

Dick Hossas'surod the heads that the MRAP staff aiootinj^e are open to themj 
ho today received comnnents (one written) from staff questioning the absence of 
department heads at the SiOO a.m. n^eeting; the consensus- - staff arc concerned that 
heads are indiffereiU to their opinions, They were reminde<l that some departments 
are too small to allow both heads and supporting staff to attend. 

Tom Rogero asked for a definition of "Administrative Reporting Schedule* RWB 
said it goes back to a short-lived attempt by the University Administration to inform 
deans and directors of important events and dates well in advance. A calendar was 
issued once and has since been dropped. He hopes another such effort will be made. 

Discussion of short- mid- and long-range plans revealed the study team's defini- 
tion (short-range, 1 year; mid-range, 3 to ^ years; long-range, 5 years and up) and 
the (^rt fh^^^ «rnme planning ^^Uing wi^hln ^hr» ^\me rang*^ of short- or mid- n-^ay acMiallv 
be components of long-range planning. Although there are difficulties in long-range 
planning without a parallel plan from teaching and research or facilities development, 
it should not be deferred until such plans are ready. Planning "in a vacuum" and 
steps taken in search of institutional plans can cause reaction* Planning is needed for 
projected buildings long before their funding is a reality. Aubrey pointed out that we 
are committed to long-range planning in our purposes and objectives; RWR that we 
are doing infornial long-range planning every day even though it has not been tagged 
as such. We need to formalize and systerr^ati^e it. 

In tern^s of mid-range planning, the heads affirmed they would like to have the 
opportunity in their next l^udget request to stipulate what they would like to have for 
the next year and the two succeeding fiscal years. For long-range planning, the 
great majority want to be involved in an architectural statement of program for a new 
main library and a new science - technology library* 

Examples of formalized, written long-range library needs reports (compiled by 
other libraries) will he distributed to the department lieads. The heads oppose 
venturing into long-range planning at this titne; they favor mid-range planning. 

Dick Boss left to honor another commitment; Mac AbeJ took the chair. George 
Shipman undertook to answer Eleanor Dempster's query on Recommendation 20; The 
ultimate responsibility is the director's; the analytical tables call for a coordinator 
of budget and planning, and "our immediate reaction was that wo are not a Clolumbia 
or a Cat Berkeley. ..." Curr/^nhly, this person ought to be directly responsible 
to the director. 
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MRAP STAFF, MEETING. 8/13/73. Room 226-227. Unlverstty Center. 8:00 a.m. 

MINUTES 



Staff Input Into Dectston-maktnq 

The meeting was called to order at 8:05 a.m. with Richard W. Boss 
presiding. There were perhaps 65 people In attendance of which Included 
administrative officers, members of the Study Team, four department heads, 
library faculty, and supporting staff. 

DAVID STARTZELL, UGL Clrc . , raised the lack of staff Input. He 
felt that the sources of the problem are staff apathy and distrust of super- 
visors. CHARLES LEWIS, Duplication, stated that he felt that his Input Is 
a futile attempt because he feels most decisions are already made. MARTHA 
RUDOLPH, UGL Clrc, stated that there Is not enough feedback from the 
Heads' Meetings of proposed decisions. STU GARRETT, Proccsslncj, stated 
that Input Is most effective before the Heads' Meetings. 

MALCOLM BLOWERS, Main Reference, asked at what print does a 
decision become policy. RWB responded that a policy Is usually effective a 
few days after a Heads' Meeting so there Is time for reactions to come back 
and changes to be made. He stated that If the administration is made aware 
of criticism It v/lil be given serious consideration. In regard to the "finality" 
of Heads' Meeting policy, he stressed the fact that nothing Is "etched In stone." 

One employee stated that tey was having a slight difference of opinion 
with ter department head. RWB stated that the person should talk with the 
head candidly first. If that doesn't work the appropriate division head should 
act as Intermediary. 

Full disclosure of the facts is necessary before decisions can be reached. 
With more facts you have more points of view. We hope heads will take time to 
discuss a situation and when there Is a disagreement approach It objectively. 
"We will do our best to create a climate where everyone Is being heard. I hope 
we share a mutual determination to do this." 

MIKE MARTIN, Binding, asked at what levels of decision-making should 
staff be Involved — "When do we stop preaching and start meddling?" LYNNE 
MEACHAM, Processing, stated that any subject that you are an expert on you 
should be considered on. When any decision Is made that pertains to staff It 
should be considered by the heads and staff. 



ERIC 



113. 



114. 



DANUTA NITECKI, Interllbrary Loans, asked where the initiation of 
input lies* In some cases people who may not be directly Involved may 
have a fresh viewpoint. When should a person take the Initiative? MARTHA 
RUDOLPH, UGL Giro. / stated that there are more opportunities for Input in 
committees « 

RWB had a number of reactions to staff Input: {1) peoples' needs 
differ In regard to involvements Some people have wider ranges of concern. 
(2) Most of the Input we have had has been at the Initiative of the people 
involved i It is not possible to contact everyone Involved in some projects* 
Realistically; the Initiative will probably remain with individuals, (3) With 
regard to the point at which we cut an individual off , we have had no problems 
of this sort, but at such a time that an Individual becomes primarily an ^Mn-putter" 
and not a typist, cataloger, page, reference librarian, etc, weUl talk with that 
person. He stated that most staff have an expressed interest In personnel 
policies. He stated that he would work to encourage and provide for better 
opportunities for feedback. 

When RWB asked for some kinds of initiatives staff would like to see, 
LYNNE MEACHAM suggested a weekly departmental meeting to discuss problems 
of procedures with the feeling that consistency of procedures Is very Important. 
When asked how many departmental meetings were being held, MALCOLM BLOWERS 
stated that Main Reference had frequent meetings to air issues and the opportunity 
If? such that other matters can be openly discussed. DAVID STARTZELL, UGL Clrc, 
stated that his department has Informal discussions usually with regard to circu- 
lation issues. LINDA CODDINGTON stated that In the Biology Branch Library she 
has an Ideal situation for staff Input since there are only two full-time staff 
members there . 

BETTY SLOAN, Science Library, stated that there is such a sense of Iso- 
lation in the branch libraries. FRANCES PAINTER, Processing, stated that she 
feels that as a new person she has been filed under "New Cataloger, No Experience." 
She said that she feels she is expected to go along with a certain set of behavior. 
She, therefore, feels Isolated in this sense. There are three alternatives to the 
isolation problem: (1) DANA NITECKI, I.L.L. , mentioned the departmental tours. 
(The Tours will begin on August 20.), (2) MARTHA RUDOLPH, UGL Ctrc, suggested 
committees, and (3) LYNNE MEACHAM, Processing, suggested the Library Staff 
Association. 

DAVID STARTZELL, UGL Circ. , suggested reorienling old employees so 
that they will know their contribution to the Itbran' as a v/holo and they'll under- 
stand what part they play In the Library System. RWB stated that orientation has 
been a high priority for the Personnel Office, but it hdsn*t gotten done. He 
stated that the Personnel Office is in a state of reorganization, but as soon as 
things are back in order, orientation will be given top priority again. 

FLOSSIE WISE, I.L,L., suggested that a handbook for library employees 
is needed which would show the inter-relationshlp of the departments. SUSAN 



ERIC 



115. 



GODFREY, Matn Clrc* , stated that the Staff Association Is working on a 
handbook for new employees. It was suggested by GWS that she consult with 
Eleanor Dempster in the development of the handbook. 

Mac Abel stated that the Llbraiy Suggestion Box is a good way to get 
input from the staff and to learn its attitudes about various subjects. CAROLYN 
JOHNSON, UGL Circ» , stated that she thought that the Suggestion Box was for 
the students. AMY VAN BRUNT, Main Reserve, said she would not like patrons 
to see some complaints posted on public bulletin boards. She suggested that 
these suggestions and responses be posted in the staff room. BILL WARD, UGL 
Non-Print Materials, asked If a number of things were weeded out of the box 
before responses were posted. Mac Abel stated thu procedure followed in regard 
to the Sutjgestlon Box: Phyliss McWilliams/ his secretary, 'Wobs'' the Sugges- 
tion Boxes each week. They are ail typed and three copies are made to be 
distributed to GWS, RWB, and GMA. They are discussed at the weekly Adminis- 
trative Meeting. It is decided at these meetings wt)o will answer certain 
suggestions and action is taken on them by thosv^ so appointed, GWS noted 
that sometimes it takes a bit longer to answer some suggestions when other 
departments on campus (i.e. Facilities Planning) become involved, JANICE KECK, 
Acquisitions, stated that through the Task Force on Organization she became 
aware of the number of questions employees had in regard to personnel policies. 
She suggested that these questions be answered Jn the Library News Notes. This 
will be done and a copy of It will be posted in the staff rooms. 



There are a number of channels for staff input: 
' I . The Suggestion Box signed or unsigned 

2. Talk with the department head 

3 . Write the department head 

4. Write a memo to the Library Administration GWS, RWB, GMA 
5* Come see a member of the Library Administration 

6. Call a library administrator on the phone 

7. Ask to be included in a group meeting scheduled regularly in 
RWB's office 

8, Ask to have a special meeting set up with others with the same 
opinion or problem 

9, Submit an agenda item for the Heads' Meeting 
10, Raise your point at the Quarterly Staff Meeting 



DAVID STARTZELL, UGL Giro. , asked for RWB's preferred method of staff Input. 
RWB responded by stating that he personally preferred people to write him a m.emo 
stating the problem, solution, and sign it. He stated that if more information is 
needed the person can be contacted when there is a sigtiature. First try it at the 
departmental level. For library-wide problems send it directly to the Library Admin- 
istration. With a memo something has to happen a piece of paper demands 
attention! Responding correspondence is In greater detail than a' suggestion box 
paragraph response. 

The meeting adjourned at 9:35 a.m. 

Eileen M. Thornburg 

Q Recording Secretary 
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George Shipman reported that between-quarlers special projects requests are 
heavy; they are being tabulated; written responses will be sent out next week. 

Dick Boss asked if the heads consider the design and implementation of a 
staff development program a high priority. Some of the recommendations in this 
chapter have already been decided upon; what about the rest? 

Angie LeClercq felt headway has been made; to continue and do more should be 
a H priority. ^'A good staff development program is crucial in keeping out excel- 
lent supporting staff members." 

Dana Niteckl said about 75 or 80 people have responded to the tour program: 
"Gome have definite questions, some are merely curious," 

Eleanor Dempster said input from staff other than heads is needed in order to 
know how those people feel about staff development, 

Mac Abel said perhaps 20 support staff are taking courses. 

Eleanor asked for "reai:tion to consolidation of elements of staff development." 
Dick Boss asked her to attempt to put into a single written document all the staff 
development opportunities, like a college catalog. She will bring the consolidation 
to the regular heads meeting for reaction and study of opportunities presently 
available to library staff, 

Olive Branch, task force member, described Recommendation 13 as an extension of 
the individual's opportunities beyond the information supplied in the proposed catalog 
of benefits: , , giving the individual the opportunity to do this for himself, and 
this was a way of encouraging that person to be a bit more aggressive in letting his 
own desires for individual development be known to the administration." 

Dick Boss pointed out that asking staff to prepare the proposed annual plan for self 
development requires the active, enthusiastic involvement of heads. 

Discussion on Recommendation 13 questioned the "structuring" of the action; the 
time element of the opportunities catalog (it will be a"status quo report"); the validity 
of the premise that the library has no staff development at this time {"We do have; 
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it just has not been compiled in one document"); what relationship and at what point 
this matter will be tied in with the study on In-Ubrary seminars, departmental tours, 
and would this not require a mini-seminar spreading over some time; would it not 
bo an avenue leading to good supervisory positions; whether implementation of if 13 
might have a coersive effect; whether staff are interested in staff development; 
whether such staff can escape a penalty through failure to prepare individual plans; 
whether #13 could fail to become an element in evaluation. 

To the statement that ^^13 could be one of the ways library faculty can learn how 
to advance in rank, RWB agreed but reminded the group of library faculty and heads 
meetings when the steps for advances in rank were spelled out and only two responded; 
We must not assume that merely informing will bring responses. 

The discussion distinguished between formai listing of new yearns resolutions and 
supervisory encouragement of outstanding staff. All agreed the library should put 
out some kind of catalog for staff information; all indicated they would like to go 
beyond mere information and undertake an actual program to encourage staff; but a 
I minority would ask for a written plan. 

Eleanor Dempster said 13 might be a good way to get staff to speak up, but not 
necessarily in writing; she thinks it needs to be done on a pe rson-to-person» weekly 
basis, by the staff development officer* 

Rick Surles foresees expectations of advancement where no advancement is available, 
should the individual in fact prepare a statement and comply with it, John Dobson 
said we would be encouraging ove rqualification of personnel. 

Dana Nitecki felt the discussion should distinguish between academic and nonacademic 
personnel; that neither should have to justify themselves every year; that the heads 
cannot assume nonprofessional staff are committed to library work. 

Amy Van Brunt, task force member, said very many supportive staff are not 
interested in becoming librarians, but would like to know much more about what they 
are doing and the place they are working. 

Dana said there should be respect given to those who "just want to work for the 
money, 

A show of hands indicated none of those present thought staff development should 
apply to the present job alone, approximately lb thought it should be for a potential 
job; two persons favored development of the individual more broadly than the job 
context. 
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OliveBranchi explaining the task forCij's intention, said, '*Tho task force was 
very naive and tried to write Into thie cbapler--not to confine it to any group of 
staff, not to confine It to any particular program, but to provide for the individual 
differences that exist within the staff • It was just a matter really of making 
known to the staff that the opportunity is there if he wants to take advantage of it, 
not ever anything mandatory or that the sky will fall on his head if he doesn't 
come vip with It within the year, " 

A few people felt the library should actually seek to have people voluntarily make 
an annual plan or statement of objectives for the year, A majority voted to 
proceed on the basis of developing a catalog of opportunities and actively encourag- 
ing people to lake advantage of them (one of which, K. Cottam said, should be #13), 

RWn urged as many heads as can to attend the forthcoming staff meeting* 

Because only recommendations 13 15 were discussed, RWH suggested a mopping- 
up operation after the third organixation meeting for the things that have been 
neglected. 
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M RAP HEADS' MEETING. 8/21/73. Room 104. Undergraduate Library. 3;30 p.m. 

MINUTES 

Management Tratntng 

The meeting was called to order at 3:30 p^m* with Richard W. Boss 
presiding. A number of brief announcements were made: (1) The Monthly 
Heads' Meeting for August 22/ 1973 has been rescheduled to August 28, 1973 
at 3:00 p,m. (2) Interviews for the Undergraduate Reference vacancy will 
begin next Monday, August 27, A preliminary schedule and resumes have 
been distributed. (3) Steps are being taken to l^nprove the security in areas of 
the Main Library following a break-In last nlgiiC. 

The subject of management training was opened for discussion by RWB. 
He asked who should be trained and what should that training be? Do we want 
to Impart knowledge or to affect a change In attitudes? Chuck Schmidt stated 
that he would like managerial training for himself and for his subordinate super- 
visors in his department. Several heads agreed, A majority vote carried the 
motion for management training (the specifics of which had not been decided). 
When asked what kind of a training program, the unanimous vote was for emphasis 
on factual information and techniques. Suggested subjects for discussion were: 

1. Communication Skills, 

2. Consultative Management, 

3 . Motivation, 

4. Correlation of Staff Input in Decision-Making i 

5. Interviewing Skills * 

6. Performance Evaluation Techniques, and 

7. How to Delegate Authority and Exercise Appropriate Control, 
When asked who these sessions should be directed to, Judy McQuade stated 
that it should depend on the subject involved. The heads unanimously voted for 
the Initial thrust to be for the present supervisory personnel. The majority voted 
that participation by personnel directly affected by a topic should be mandatory. 

RWB asked whether an attempt should be made to identify people in the 
community who would be skillful on certain subjects or to use skills from within 
the Library System. Chuck Schmidt suggested that as long as the person is 
appropriate for the subject It should not raake any difference. Keith Cottam 
suggested using some University resources. Dana Nitecki suggested using 
skilled persons . 

It was unanimously decided that the heads want a management training 
program created. Staff reaction will be sought in the MRAP Leadership and 
Supervision meeting. 

Eileen M, Thornburg 
Recording Secretary 
August 22, 1973 
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UH AP STAFF MEETING. 8/ 23/7 3. Sh lloh Room. UnlvorsUy Center. 3: 30 p.m. 

MINUXnS 



Staff Development 

The meeting was called to order at 3:30 p.m. with Richard W, Boss 
presiding. There were approximately 75 people In attendance of which Included 
admlntstratlve officers ^ members of the Study Team, ten department heads, 
library faculty, and supporting staff. 

icif-k-k'kisirkii'k-k'k'kidckit'kickititii^-kick 

RWB opened the discussion by asking that during the meeting some 
consideration be given to what should be the main thrust of staff development 
for present jobs, future Jobs, or development of persons beyond their job 
interests. This topic drew considerable discussion from the heads In their 
recent meeting on 8/16/73. The majority vote of the heads was for developing 
staff for better future jobs. 

STEVE HUMBLE, Main Circulation, asked why not develop the 'Vhole'' 
person and In this regard why can't we take six hours of undergraduate classes 
with waiver of fees? RWB responded that this university policy is v^^ndergotng 
a slow change. Theoretically the equalization of course benefits would cost 
the University System $400,000 whereas In all probability perhaps 10% (at a 
cost of about $40,000) would actually take advantage of the benefit. The Board 
of Deans and the Employee Relations Councillors are seeking a change. Staff 
input on the apparent discrepancies in the present policy and suggestions are 
encouraged. CHARLES LEWIS, Duplication, asked how many staff members 
participate in the course program. RWB stated to his knowledge not more than 
five people were taking undergraduate courses; another 10-15 graduate courses. 
He stated that part of this problem is that people in small departments feel that 
they can't get away from the department. LYNNE MEACHAM, Processing, stated 
that If a substantial percent of the staff Is attending staff development programs 
a gap will develop In those departments with specific production rates. RWB 
stated that he has talked with a head of a department in this situation, "We 
will attempt to build a little flexibility In the department. When a 'levellng-off" 
of those planning to be involved In various programs of the staff development 
project is apparent, staffing can be planned with this in mind. Changes In 
student allocations and the Increasing of present staff should offset this 'gap'.'* 
He stated that he is aware that some heads have tried to limit the taking of 
courses in their departments* 
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OLIVE BRANCH, Chairperson of the Task Force on Staff Development, 
stated she believes that the majority feel at this point thoy should concentrate 
on development of staff for future jobs in a broader sense than the library 
profession • EILEKN THORNBURG, Administration, stated that she feels that 
the present UT policy does limit an employee to the library profession indirectly 
by not allowing leave with pay for time needed to attend classes other than 
those directly job related. She said that she feels perhaps this Is the reason 
for the small response In the number of actual requests for undergraduate 
courses. RWB assured her that "job related" was considered in its broadest 
sense at the administrative meeting when final decisions are made on the 
requests . 

KATHLEEN CURTIS, Main Reference, stated that she feels that specific 
rules will have to be made on the number of perpions who can be away from the 
office and who will have priority over whom, "Friction among colleagues will 
result If this Isn't taken under consideration when the program is written," 

BILL WARD, UGL Non-Print Materials, stated that he has seen no 
evidence of staff Interest In development, RWB responded that the fact there 
Is no documented evidence does not mean that there Is no interest, A show of 
hands revealed strong Interest by those present, DAVID STARTZELL, UGL 
Circulation, asked if the questionnaire the In-Service Seminar Committee sent 
out specifically explained what was meant by Staff Development. Perhaps this 
would have some bearing on the outcome of the questionnaire, 

ANN MITCHELL, Main Reference, questioned the Task Force's recom- 
mendations 13 and 14. RWB said the Idea of preparing an "annual plan for 
Intellectual and professional development'* was not accepted by the department 
heads because It had a mandatory ring to It. Ann said that she feels that one 
should let their supervisor know they do plan to take courses on a continuous 
basis . 

OLIVE BRANCH, Chairperson of the Task Force on Staff Development, said 
that the Task Force used the manual as a guide. One part of the manual could be 
Interpreted to write a program for the staff. The Task Force did not want to do 
this because the problem encompasses many areas and the length of time was 
limited. The Task Force found that there are many opportunities but no formal 
documentation of them. The Task Force thought it would be better to suggest a 
program for staff at all levels and the program committee should have represent- 
tatlon from each. RWB said that Eleanor Dempster, Administrative Assistant for 
Personnel, has been asked to prepare a listing or catalog of the present oppor- 
tunities available. This will be distributed to the staff as soon as it is avail- 
able. 

LYNNE MEACHAM, Processing, questioned the establishment of two 
committees whose charge should be to investigate academic and non-academic 
(respectively and separately) aspirations toe staff development. {See page 85, 
second paragraph of MRAP). CHARLES LEWIS, Duplication, stated that 
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although the goals are different between academic and non-academic staff 
one committee could do this better In such a way that It would fit together 
better for the library as a whole. One committee could servo both. LYNNE 
MEACHAM, Processing, agreed, however she stated that she would not like 
the group to have too many members* 

KATHLEEN CURTIS, Beference, stated that general development 
programs should nol be loo baste. AMY VAN BRUNT, Reserve, stdted that no 
one wants programs 'Vatered-downV She stated that the different degrees of 
llbrarlanship should be taken into consideration In the planning stages, 

RWB mentioned travel opportunities for clerical and supporting staff 
as an opportunity for staff development. He stated that there Is no policy 
against this because no one has ever done It. GWS stated there Is an "un- 
written'' policy on campus that this privilege Is for professional staff. LYNNE 
MEACHAM, Processing, stated that professionals should have priority for out- 
of-town meetings. The majority felt that staff would bo realistic In their 
requests. RWB stated that he will raise this at a heads' meeting and seek the 
Academic Vice Chancellor's approval before authorizing any travel for supporting 
staff. 

There were a number of suggested subjects for the Staff Development 
Program: Classes, Publications, In-Service Seminars , Travel, Improving 
Work Environment, Library Supervision and Leadership Training, and Released 
Time for Research. 

BOB KOESTER, UGL Reference Librarian, stated that he vwuld like the 
Library Administration to address Itself to page 85, paragraph 4 of the MRAP. 
He stated that released time for research Is Important for staff development 
for the library faculty. RWB stated that UTK does not grant sabbatical leave 
for faculty. In lieu of a sabbatical program they have a "mini" grant program 
(In which the Individual applies for a few hundred dollars) and a "maxl'' grant 
program (In which the Individual devotes several weeks to a project and expenses 
and salary are included). Any faculty member can apply for a grant. Two faculty 
members from the library applied for a "mini" grant, and both received them. He 
stated that we could design a very good staff development program for the faculty 
using these opportunities. He does not know how much interest the professional 
staff has In these grants because so few have applied. 

The majority voted that the main thrust of the Staff Development Program 
will be for future jobs, rather than for present jobs or for the person's non-job 
Interests. 

RWB announced that the next two staff meetings will be held in the 
Crest Room (#212 and 213} of the University Center. The meeting adjourned at 
5:00 p.m. 

Eileen M . Thornburg 

O Recording Secretary 
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MRAP STAFF MEE TfNrG. 8/28/73^ Crest Room ^ University Center. 8:00 a. m. 

MINUTES 



Uttltzatton of Staff Strengths 

The meeting was called to order at 8:05 a,m, with Richard W. Boss 
presiding » There were approximately 40 people In attendance of which In- 
cluded three department heads, administrative officers, one member of the 
Task Force on Personnel, and supporting staff, 

*************************** 

Major dlccuGslon ensued on Recommendation #16 of the Task Force 
on Personnel: "That better use of specialized skills of staff be made; that 
extra renumeratlon be given for special skill assignments where the task 
Involved Is beyond the level of the staff members* regular position; that the 
library personnel office should maintain a skill Inventory to better alert 
department heads of special skills available,'* Among those skills mentioned 
were: language skills, artistic skills, equipment use, skill In subject matter 
of undergraduate major, supervisory skills, human relations skills, secretarial 
skills, and journalls^tlc skills. 

The skills iavuntoty might be used (1) to Identify persons who might be 
asked for help periodically and (2) to Identify persons who might qualify for 
better positions. There Is no present policy of renumeratlon for the use of 
specially skilled staff members according to RWB. JUDY WEBSTER, Member, 
Task Force on Personnel, wanted to know the procedures for bringing about a 
change in this policy. RWB responded that one would have to know the amount 
of use that would be made of such skills. If more than half-time, the job 
description could be changed; if very infrequent, there would be no basis for a 
salary adjustment. There may be a point in between these for which special 
provision should be made. A specific proposal would have to be worked out 
and presented to the University Administration. 

RWB asked for a show of hands to see how many feel that the personnel 
office should assume the responsibility of tdentifylng and maintaining the staff 
skills. The group was divided. The majority of those In attendance preferred 
writing their own inventory of skills. (NOTE: Library Personnel has been asked 
to develop a skills Inventory card for staff reporting.) 
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ARL/MRAP staff meeting. . . Leadership and Supprvlslon 

UT Center, 3:30 p.m., August 30 1 1973 



Dick Boss began the meeting by recalling that the staff had earlier decided to 
address Itself to both (1) management style and (2) leadership or management 
training for supervisory personnel under the broad heading of leadership and super- 
vision » He asked that people address themselves to either or both issues, 

David Startzell {UGL Circulation) asked if the heads have discussed management 
training with regard to the bupuivisory personnel, The question was not resolved , 
Dick Boss stated, but the decision was made to develop a management training 
program and details would be presented to the heads and the staff for reactions. 
Participation will be det^rrvi^ned by the nature of the topic under discussion, with 
attendance mandatory for those to whom the topic applies: the trainers will be 
chosen for their expertise, either from the library staff or futslde people; the 
training program is intended for all supervisory personnel, whether heads, library 
faculty or supervisory assistants . Should Campus Personnel come up with any 
program of management training, the library's program will complement it rather 
than duplicate it. 

Startzell said perhaps the library should take the Initiative, extend its program 
to the University Administration so that that body might relate to the program and how 
It affects the libidry, Dick Boss said earlier meetings have recommended the library 
do more to influence the University. At the Deans* Retreat on September 5-6, a 
fairly detailed report on ARL/MRAP will be presented^ and the staff will hear the 
reaction of the deans at the library's general staff meeting on September 7, along 
with other matters that came before the retreat--THEG, budget, the new chancellor, 
etc. 

It was suggested that topics to be discussed at training sessions reflect the 
points of view of subordinates, and the subordinates in turn be made aware of the 
perspective of, supervisors . 

Suggestions on what leaders need to know and to do more effectively than they 
have been doing included techniques for job training and interviewing, orientation 
tours for new personnel, verbal rewards, delegation of authority, diid impiuviuy 
communication, 

ingi.i^hvd Post 
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When asked if there are frustrations In his Job, Dick Boss said there are. For 
nearly every staff member with an opinion there Is a counterpart with an opposite 
view, We arc trying to create an environment In which people with different points 
of view can live together* Problems must be approached with the interest ot every- 
body In mind, or one problem solved will create another for somebody else, The 
rate of change or direction of change should be evolutionary rather than revolutionary. 

Startzell asked If the supervisors have gained someUuny Iium the management 
study, Olive Branch (Acquisition) replied she finds the meetings informative, a 
"good open forum. " 

Discussion on verbal rewards revealed apparent differing opinions. Doris 
Weinsteln believes the sandwich method" makes for good morale in office situations: 
compliments on what they are doing well and at the same time criticism for v^hat 
they are not doing well . 

Louise Royal (Main Circulation) thinks compliments should follow a hard Job 
done welK 

The consensus, after much give and take, seemed to be "the truth, not 
phony baloney," and treatment as adults and human beings • 

Amy Van Brunt would like to see supervisors and heads examine authority and 
delegation of authority^ Stuart Garrett questioned the size of a group for effective 
supervision, Ms Lingle (UGL Circulation) responded that the creation of unit 
supervision in UGL has made a big difference in reporting and results. 

Rick Carey (Mr^in nirrnlatlon) asked how to set reasonable work expectations, 
whether the/ are objective or 'jubjcoti'-o . P<ck Boss said he assumes there are both 
quantatlve and qualitative aspects to the work, lynne Meacham said one wants to 
be able to measure for improvement. It was decided this should be a leadership 
training topic , 

To RWB's question If the leadership style of every department head and every 
supervisor in the library should be the same, Charles Lewis (Duplication) said it 
would be impractical I for the goals of every department would vary, and the same 
management techniques could not be successful. Kathleen Phillips (Acquisition) 
thought management training and leadership training are being used tnterchangably 
and a distinction should be made. 

Amy Van Brunt (Main Reserve) sees the need for distinguishing between manage*- 
ment and department routines, She would like to see the library hire supervisors 
and train supervisors who are committed to particular goals of management, and 
would hope that people of supervisory capacities would treat their people with the 
same respect all over the library. 

Frances Painter, Main Processing, asked why library staff members are required 
to submit 5 references in applying for an opening, when outside applicants submit 
3 or 4 \ 
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RWB said all people are asked to submit five references, and Internal candidates 
should subn\lt some from outside tho library. The wrong phrasing (five outside 
references) was used once and was quoted in the ARL study. The policy for five 
references was made by the library administration. We attempt to put external and 
internal candidates on exactly the same basis, 

RWB noted that the next MRAP staff meeting on September >1 in n mont Important 
one and urged the staff to attend , 
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MRAP STA FF MEETING. 9/4/73, Crest Room> UnWersUv Center^ 3;30 p.m . 

MINUTES 



Organ! zatton 

The meeting was called to order at 3:35 p.m. with Richard W. Boss 
profffdlng. There were approximately 54 people In attendance which Included 
two administrative officers, three members of the Task Force on Organization, 
nine department heads, library faculty, and supporting staff, 

R\V3 announced Ihal Lwu libidiy sLciff inuiiibury have requested that a 
tape recording be made of today's meeting since they will not be able to 
attend. The majority of those present voted their approval, (NOTE: The 
quality of the tape recording was very poor. It was not distributed.) 

RWB stated that he would be leaving the meeting early and recommended 
David Startzell (UGL Circulation) as presiding officer because of his sincere 
interest and thorough study of the MRAP report, The majority agreed. 

In regard to David Startzell*s question of duplication of functions, RWB 
responded that there Is a difference between tasks performed twice and the 
same kind of work done in two different places. There appears to be no evidence 
sighted of the former and discussion should focus on the latter. He sighted 
bibliographic searching as an example* "Before we make a decision to pull work 
together that is being done two places instPr^H of nnn, ^•pr^a Jnly ought to look 
at what benefits would accrue and what the dlsadvant^iges would be." 

David Startzell asked for a show of hands to see If staff interests are in 
reorganization the majority voted for reorganization, David asked thf> group 
"Why do you feel that we should reorganize? What are some reasons behind 
your vote?'' Dana Nttecki (I,L,L, Librarian) stated that the underlying question 1 
whether we are talking about the reorganization of small units of the Library 
System or the Library as a whole. She asked if the staff have a more definite 
interest in the small unit reorganization . David, therefore, asked for a show 
of hands to clarify this points The majority were primarily Interested in reorgan- 
ization of the Library as a whole. Four people showed primary Interest In small 
unit reorg a n 1 za t Ion . 

Angle LeGIercq (Non-Print Materials Librarian V stated that reorganization 
at the Undergraduate Library has been beneficial, but "I don't know If this would 
work in other branches and departments In terms of the Library as a service 
^organization." 
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David Startzell said that reorganization represented to htm an opportunity 
for greater utilization of staff strengths and specialties and potential for staff 
development, 

Gary Scales (Acquisitions, Serials Librarian) stated his Interests are 
similar and that some aspects of the reorganization plan would need little 
modification, He thinks the plan provides (1) means for additional staff develop- 
ment, (2) greater delegation of responsibility in departments^ and (3) provides a 
flexibility to meet future changes as necessary. Dana Nlteckl (I,L,L, Librarian) 
question Gary. ''Where does the responsibility He If tasks split up among the 
departments — can we operate with a horizontal authority?'' Gary answered that 
he did not know at how many levels this could be done effectively. Mary Jane 
Sharp, Chairperson, Task Force on Organization, said the Task Force did not 
want to draw lines, it did not want to be formal. This type of reorganization 
would need a great deal of cooperation, Keith Cottam (UGL Admin,) said that 
the Task Force made no attempt to put people in to the report. This report and 
suggested reorganization is a concept that may be applied to a broader library 
situation. It is possible that certain activities can be grouped in a staff 
office and would report to an associate director which is basically not too 
different* Gary reminded Keith that the present people employed by the library 
will have to be considered In the reorganization plans. 

Lynne Meacham (Processing) asked if the present organization was 
flexible enough for its Important role in university development. She asked 
what the Library's representation Is at the colleges* Bob Koester (UGL 
Reference Librarian) stated that Mary Francis Crawford Is the formal represen- 
tative from the Library to the College of Home Economics. Olive Branch (Acqui- 
sition Librarian) said that three committees meet from the College of Liberal 
Arts in which a library staff member attends informally: Humanities - Olive 
Branch, Social Sciences - Bob Bassett, and Sciences - Don Jett* This repre- 
senatlon 'VlU continue and Intensify" according to Ms. Branch. Kathleen 
Phillips (Main Reference) said that, in regard to the relationship of the Library 
to the UT campus In collection development, the departments select their own 
materials and Reference strengthens the subject. In reference to other library 
employees halplng students with minor reference questions, she said this would 
separate the reference librarians from the walk-in public. She said we need 
good employees to direct people to the Reference Department, In regard to 
subject specialists, the need makes its appearance first, however, we must 
keep campus needs In mind, David Startzell asked Kathleen If she preferred 
to see this process continue rather than planning ahead. Kathleen ansv/ered 
that It depended on the trends. 

Dana Nlteckl (I.L.L, Librarian) asked if reorganization is the answer 
for temporary lob assignments and the effectiveness of horizontal direction of 
communications . Dana asked David how he sees a change In his job. He 
stated that he would like to see broader job classifications and responsibilities 
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In the service sense. He said that perhaps some duties would shift downward. 
Both ho and Martha Rudolph (UGL Circulation) stated the need for a library 
Instruction department (See Recommendations 3, 8, and 15 of MRAP, p»59), 

Mary Jane Sharp, Chairperson, Task Force on Organization, stated 
that there were many other proposed plans for reorganization that perhaps 
some people would be Interested In, These are available In both Main Reserve 
and IfGL Reserve* There are three complete sets of materials on the MRAP 
available at each location. Mary asked Judy Webster (Main Reserve) If there 
had been much of a demand for the materials, and It seems there has not. 

The alternative reorganization approaches appear to be: (1) the MRAP 
proposal, (2) a major overhaul relying on the suggestions of MRAP, and (3) 
minor revision In the present organization. The overwhelming number of staff 
In attendance at the meeting voted for the second alternative. (One person 
voted for the first, 26 people voted for the second, and four voted for tlie 
third J 

*************************** 

David Startzell said that he hoped that the spirit of MRAP would 
continue even though this Is the last Staff Reaction Meeting on the MRAP 
report. He asked for staff s'uggestlons for providing some system whereby 
we might monitor the progress of the MRAP (i.e. a periodic progress report 
from RWB) from this point forward. There was no response, 

Eileen Thornburg ( Administration) stated her disappointment that 
there had not been more staff reaction to the report. She added that the 
meetings should have been the perfect medium for staff Input into decision-* 
mr^klng, however, there was poor response In attendance, verbal reactions, 
and apparent interest. To attempt to clarify how '^the staff" as a whole feels 
about many important issues that have been discussed has been very difficult 
with the minimal response. ''These meetings were great opportunities in 
which to be heard. Trn really disappointed that more people didn't take 
advantage of them* " 
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MRAP HEADS^ MEETING. 10/2/73. Room 104. Undergraduato Library, 3;30 p,m, 

MINUTES 



Organtzatton III 

As a result of these meetings and discussions, the Administration will 
formulate a formal response, hopefully by the end of October, R, W, Boss 
stated that there may be future MRAP meetings, but this response will be on 
what has been discussed to date. Recommendations for the implementation 
will follow. ''We will be Involved In this Implementation throughout the year. 
We can then pick up any pieces left unattended." 

The Study Team will not be Involved in the implementation process. The 
ARL Management Studies Office made the recommendation that the team be 
responsible for Implementation after the charge was made to the committee. The 
original understanding was that implementation would remain at the department 
head and Administration levels. UTK will follow the original plan. 

itititiciticiciticititititiciticicicitit'kiticitititit 

The heads decided to go through the list of recommendations on organt- 
xatlon seriatim* RWB suggested that the Study Team help to clarify those recom- 
mendations and the group bypass those recommendations which are redundant. 

Recommendation #1 , "Grpr^tpr fnvnluemen*' nf the UTK Library Adminis- 
tration In overall UTK planning process." Keith Cottam moved that we move on 
to the next recommendation because this subject has been covered quite exten- 
sively in other MRAP meetings . Agreed. 

Recommendation #2 . "Library development should be planned rather 
than geared to meeting emergency type demands." It was agreed that this 
should have read "Library programs , " howeveri discussion ensued pertaining 
to library development and planning. At one time John Hodges served a role 
s imllar to library development officer, which Mary Jane Sharp mentioned as a 
suggestion of the Task Force. Bob Harrison said that we are still getting 
money that Dr. Hodges had raised. Angle LeClercq stated that she did not 
feel that it would have to take anyone* s full time, but feels that public relations 
would be a very valuable source of funds, Rick S^irlf^s asked If there are any 
University restrictions to our private fund-raising. R* W. Boss stated that 
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we would have to work with the University Development Cfftce In this regard. 
We have requested In writing that Library development be Included as a priority 
In their program, Keith Cottam mentioned that not all gifts are In dollars and 
cents. Many diaries, journals, and manuscripts could be donated. The majority 
feel that collecting efforts of some kind (in addition to Friends of the Library^ 
should be implemented. 

With the great emphasis on planning, R, W. Boss asked If some office 
should be assigned the job or If everyone should be Involved. Angle LeClercq 
stated that the heads would be a probable "focal point," Mary Frances Crawford, 
sitting In for Bob Koester, asked If the responsibility shouldn't be with the 
"chief executive officer," R. W» Boss answered that he would have to delegate 
the responstbtlUy <?ompwhere within the administrative offices. Eleanor Dempster 
suggested that an associate director do the job and in the recruitment of associate 
directors that strength would be a valuable quality. Chuck Schmidt said he felt 
that the most economical way would be to give the assignment to someone already 
on the staff, and by way of the "domino effect',' hire an additional clerk Instead 
of an additional administrative professional . Olive Branch feels we definitely 
need a central office Involvement In planning at this particular point In the 
growth of the library she does not see the need for a planning officer but the need 
for planning to be located In the office of one person. In response to a question, 
R. W. Boss cited the examples of developing guidelines for preparing a budget, 
assisting department heads In their mid-range plans; and giving appropriate 
figures In space management and utilization formulas as possible responsibilities 
of a planning officer* He stated that he concurred with Olive Branch, the Study 
Team, and the Task Force on Organization that we cannot at this time appoint 
a new person to the administrative staff. The majority agreed that this should 
be a part^-tlme assignment. 

Rec ommendation , "Creation of a 'library Instruction* department, 
free from on-line problems and administrative detail, to actively work with 
faculty and students." Mary Jane Sharp stated that the Task Force felt that 
library Instruction should be a Ubrary-wlde function and not just another 
reference responsibility so as not to overload the Reference Department, R, W. 
Boss asked for a feel of opinion the majority favored a library Instruction 
program, but there was an even division on whether a separate department 
should be established. Recommendation #8: "Create a library Instruction depart- 
ment to actively Initiate contacts with faculty and publlze llbrar/ services," and 
Recomme ndatlon #15: "A library Instruction department should be established" 
repeated #3 , 

Recommet^da tion #4 . "Effort should continue to discourage Independent 
reading collections and departmental libraries and steps taken to incorporate 
existing ones Into UTK Libraries whenever practicable." R. W. Boss stated that 
we have been asked to assume responsibility for the map collection of the 
Geology and Geography Departments. He has spoken with Garry Bice of the 
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Research Coordlnatlncj Unit for Vocational Studies who has approached us 
about using the better of the two microfiche copies of the URIC Collection. 
They'd like to give one copy of some categories to the Main Library » The 
Dean of the School of Architecture would like to eliminate his schooTs col- 
lection. The College of Communications has sought our help to limit th^lr 
collection to ready reference and current periodicals. If there are others, 
please bring them to our attention so that we may work with the people involved* 
LaNelle Vandlver mentioned the Psychological Service Center; R. W. Boss said 
he will check into this . 

Recomme ndation # 5, "Reorganize structure of technical services and 
auxiliary services." The recommendation was to combine Duplication and the 
Binding and Preservation Departments, and the rest of Auxiliary Services will 
be known as Facilities Maintenance. Bob Harrison reminded the Study Team 
that the Microfilm services would be Involved here not only duplication. 
Dana Nlteckl stated that the Duplication Department serves a dual purpose in 
that it is also a public service, LaNelle Vandlver stated that she would hate 
to see the Duplication Department leave Bob Harrison's supervision ''We 
need Bob's expertise." R. W, Boss asked for a show of hands: 
How many would like to see Duplication and Binding merge (0\ the present 
arrangement (14), or Independent status for each (6). 

Tlv^ Technical Services headship would be on the same level as Admin- 
istrative . . ; I'ublic Services . Chuck Schmidt suggested that R, V/. Boss com- 
pose a list of the advantages and disadvantages of a third Associate Director 
for review by the heads. 

R ecommendation #13 . ''Organization of Individual departments should 
be studied so that they may be organized In the most efficient way," Mary 
Jane Sharp stated that the Study Team feels that Individual attention Is 
Important in departmental organization. 

Recommendation #16. "Names of library units should be examined 
and defined so that their meaning l5 clear and understandable." Some examples 
cited were Special Collections and Reserve, 

Recommen dation #25. "Establish similar titles for administrators with 
similar duties , " Mary Jane Sharp said that there was only one official "Depart- 
ment Head" however we have "heads'" meetings. 

R. Boss asked that any more discussion on these recommendations be 
submitted to him In writing. 

The meeting adjourned at 5:15 p.m, 
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AK L/MRAP* Libi'ary AdtniniHtration Reaction 

The UTK Library Adininiist ration is in ;,^unural agrccn^cnt with the 
recommendations ot' the Mi^AP Study ^fcan^ and Task Porccs and is committed 
to a program of in\ploi'nontation .spread out over a period ot throe years. 

Major chaanoH will be prcsontod to the depai'tn^ent heads in the same 
manner as the reports oi uLiier committees, Minor changes will be initiated 
through administrative riieriioranda or verbal requestt^, 

The following have already been undertaken: 

(I) A Library Policy Manual has been astfcml)led and distributed. 

(.d) The department heads liave adopted as ai^ ol)jcctive the development 
of a consultative management style, one that features substantial 
disclosure an<l a general pattern of consultation in decision making, 

(3) A reorganization of Technical Services has been started^ providing 
for an Atjsociato Director for Technical Services and four clepact- 
monts: Monographs Order, Serials Order, Cataloging and Prepara- 
tion, 

(4) Tlie creation of the position of Collection Development Librarian 
has been announcecL 

(5) Department heads have endorsed a staff development program 
stressing developmejit for both current and prospective positions, 

(b) The position of Adminislmti ve Assistant for Personnel has been 
upgraded to Staff D ivelopment Librarian and the supporting staff 
has been enlarged. 

(7) In-service Trainiiig and Dcpartmontal Visits Committees have 
conducted e..pe rin'iontal proj^rams, the results have been evaluated, 
atul the Staff Development Librarian has been charged with the 
responsibility of conducting departmental visits and in-service 
training sen-iinars on a reguhir t^asis iDOginning in early 1974, 

(8) A catalog of staff development opportunities has been prepared 
and will be distributed within 6 weeks. 

(9) A Library Publications Gommitteo has been established, 
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(10) Endorsement of an ex-of(lcio appointment o( the Director to the 
Umlergvaduatc Council has been obtained from the Undergraduate 
Council and the Faculty Senate By-Laws Committee. 

(1 1) After .three years of vigorous campaiRmng the UTK Library has 
seen one of its major goals realizodi the Tennessee Higher Educa- 
tion Commission has appointed a committee to study the library 
funding formula; the UTK Director has been designated as a member, 

(12) Departmental objectives have been prepared and reviewed. Depart- 
mental goals are in preparation, 

(13) The department iieads have endorsed the move to mid-range planning. 
The first step will be the preparation of a three year budget request. 
The Associate Director for Administrative Services has been 
charged with planning coordination, 

(14) Agenda items for the meeting; of department heads are now briefly 
described and an ^extra copy is being provided for posting in each 
department » 

(15) Suggestion box input that deals with internal matters are being 
answered in the News Notes. 

{l6)The department heads have endorsed a training program for super- 
visory personnel that would be mandatory for those for whom the 
specific topic would be relevant, The program will be started in 
mid-1974, after the dopa ^^tmental visits and in-service training 
programs have been launched, 

(17)The depaitment heads have endorsed a "skills inventory,^' A form 
is l^eing designed. The collection of data will take place in early 
1974. 

(18}Subject specialization has been initiated for reference departments 
and branch libraries. It will normally be required of new appoint- 
ments and be encouraged for present staff, 

(19) Annual faculty activity forms have boon distributed to facilitate the 
updating of personnel files, 

(20) A policy has been drafted clarifying the rules of access to personnel 
files, IndividXial s shall l-iave the right to consult thei r own files* 



136. 



1/2/74 



(AUT./MRAP, , , Library Administration Reaction) 



The Library Administration specifically disagrees withthe following 
recommendations: 

(1) That the Director of I^lbraries be designated an officer of the general 
UTK Administration. 

The important thing is the role of the UTK Library in 
the campus-wide decision-making process, Membership 
on the Roard of Deans is currently provided. The meet- 
ings are now primarily used for the exchange of information. 
That group needs to become more influential. The working 
relationslup with the deans is more effective if the Director 
of Liibraries has the status of a dean than the status of a 
general administrator. Membership on the Oraduate and 
Undergraduate Councils is being sought* 

(2) That formal long-range planning be developed. 

As suggested by the Study Team, short-range planning 
must be formalized and mid- range planning developed 
before long-range planning can be considered. 

(3) That appropriate individual staff members be consulted for 
advice and counsel before library policies are implemented. 

The Library Administration will seek to announce 
planned policies to the staff at large before they 
become effective. It will consult some individuals 
who tnay be able to contribute to their formulation, 
but cannot assure that all interested persons will 
be contacted individually. The individual should 
take the initiative if he/she wishes to express an 
opinion. 

(4) That the group designated as the Library faculty be afforded the 
opportunity to react to the budget during its formative stage, 

Library faculty should be consulted in the formulation 
of the departmental budget and should be able to react 
to the Library budget, but not as an entire faculty. 
The appropriate forums are staff meetings, depart- 
mental meetings and individual written responses, 
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(6) That performance standards be developed. 

It Is premature to consider the development of 
standards until objectives and goals have been 
developed for the Library and for individual 
departments* Performance standards may be 
required. If so, it may well take more than 
three years to develop and implement them. 

(6) That minutes of the regularly scheduled Administrative Group 
meetings be distributed to all staff* 

"Minutes*^ are not always the most appropriate 
output. The results of Administrative Group 
meetings are Department Heads Meeting agenda 
items, memoranda to heads and staff, News-Notes 
announcements, suggestion box responses, etc, 

(7) That the budget officer be made responsible for all centralized 
information concerning financial accounting and control* 

Information should be compiled and distributed by 
those close to the work and made available to those who 
will use it. The Business Manager's role is a staff 
role set up to provide assistance in designing and 
evaluating the system, not to compile and distribut e 
data. 

(8) That a ^'library instruction department^' be created. 

Instruction in library use is a function of all public 
service units, especially of reference units. The 
Associate Director for Publice Services is charged 
with coordination. 

(9) That orientation and information points be set up, particularly 
at the Main Library. 

Budget constraints preclude the establishment of 
additional service points solely to orient patrons. 
An effort will be made to improve graphics to get 
patrxjns to the appropriate existing units. 



138. 



(ARL/MRAP. . . Library Administration Reaction) 



(10) That released time bo provided for individual pursuit of research, 
writing, consulting, 

This appears to propose an extension of present 
benefits, Released time is already provided for 
research and writing that meets library needs. 
Proposals may be submitted through department 
heads. Released time for personal projects that 
don't benefit the Library must be done on one's own 
time, Leave without pay may be granted. University 
research grants may be sought for such projects. 
Consultation leave is provided under an existing 
university policy. No case has been made for an 
extension of those benefits, 

{lI)That Library Administration encourage present staff to apply 
for supervisory openings before recruiting outside applicants, 

The UTK Library's policy is to obtain the very best 
possible person available* Internal and external 
candidates are put on the same footing. If the 
internal candidates are superior, they should advance 
into the supervisory positions. 

There is some question that the proposed change is 
legal. Restrictive recruiting may, in the opinion of 
the Lfniver sity 's legal counsel, violate provisions of 
various state and federal equal opportunity statutes, 

(12) That Public Services and Technical Services heads meet with 
their respective administrators on occasion to discuss matters 
of interest and that these not be deliberated at Department Heads 
Meetings. 

Such meetings would be desirable, but they should be 
reported at Department Heads Meetings so no rigid 
compartmcntali^ation of the Library occurs, 
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(13) That the Staff Association be encouraged to develop into a stronger 
body with more diverse interests that could possibly serve as a 
vehicle for staff participation in determining objectives, goals and 
compensation plans, 

The objectives of the Staff Association ought to complement 
those of the Library, not duplicate them. The Library's 
organization is being improved to provide participation 
through the departments and special committees. Is a 
separate organization necessary? 

(14) That the Associate Director of Libraries for Administrative 
Services b3 given full responsibility for the personnel function, 

Only Library faculty recruitment is not part of the 
charge to Administrative Services, It is an essential 
element in the Director's job description. Every 
effort will be made to involve others more, however, 
including the Associate Director for Administrative 
Services, 

(15) The department heads have recommended against the consolidation 
of Binding and Duplication as they are quite different activities and 
they are both growing rapidly. The Library Administration concurs. 

This is obviously not a complete response to the MRAP Study, The 
**response" will be the actions of the Library Administration over the next 
three years rather than a brief document designed to inform staff. 

Positive action, consistent with the philosophy of the MRAP Report, 
will be taken on the recommendations not mentioned in this reaction. The 
commitment is to the philosophy of the Report, not to the specific solutions 
proposed, however, 

Reactions are invited. A staff meeting will be held January 4, 1974, 
for this purpose. 
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